About  INPUT 


INPUT  provides  planning  information,  analysis,  and  reconnmendations 
to  managers  and  executives  in  the  information  processing  industries. 
Through  market  research,  technology  forecasting,  and  competitive 
analysis,  INPUT  supports  client  management  in  making  informed 
decisions. 

Continuous-information  advisory  services,  proprietary  research/ 
consulting,  merger/ acquisition  assistance,  and  multiclient  studies  are 
provided  to  users  and  vendors  of  information  systems  and  services 
(software,  processing  services,  turnkey  systems,  systems  integration, 
professional  services,  communications,  systems /software 
maintenance  and  support). 

Many  of  INPUT'S  professional  staff  members  have  more  than  20  years' 
experience  in  their  areas  of  specialization.  Most  have  held  senior 
management  positions  in  operations,  marketing,  or  planning.  This 
expertise  enables  INPUT  to  supply  practical  solutions  to  complex 
business  problems. 

Formed  as  a  privately  held  corporation  in  1974,  INPUT  has  become  a 
leading  international  research  and  consulting  firm.  Clients  include  more 
than  100  of  the  world's  largest  and  most  technically  advanced 
companies. 
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Introduction 


A  ■  

Objectives  The  overall  purpose  of  the  proposed  study  is  to  research  industry  best 

practices  in  the  provision  of  customer  education  (documentation  and 
training)  to  IT  end  users, 

B  

Scope  The  geographical  focus  of  the  study  will  be  Western  Europe,  with  par- 

ticular emphasis  on  the  major  country  markets  of  France,  Germany  and 
the  United  Kingdom. 

The  original  vendor  focus  of  the  study  was  competitive  IT  suppliers  who 
share  the  following  fundamental  characteristics  with  Rank  Xerox: 

•  Multinational  IT  corporations  with  a  US  parent. 

•  Customer  education  activities  managed  or  co-ordinated  to  some  degree 
at  an  international  level. 

•  Products: 

■=  Targeted  at  support,  professional,  and  managerial  populations  in  an 
office  environment,  rather  than  at  programmers. 

-  Constantiy  evolving,  requiring  updates,  upgrades  to  user  skills  as  well 
as  to  the  product. 

-  Installed  with  an  expectation  for  a  relatively  short  install  life. 

•  Manufacturer  supplies  product  training  and  documentation  to  end  users. 
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•  At  least  some  customer  education  offered  on  a  revenue  basis. 

•  Manufacturer  involved  in  at  least  some  customer  education  marketing 
activities. 

In  the  course  of  the  study  it  was  necessary  to  relax  these  definitions  in 
order  to  achieve  the  desired  number  of  vendor  profiles.  For  example, 
KODAK,  who  would  have  been  appropriate  for  inclusion,  refused  to 
participate  in  the  study. 

Companies  profiled  in  the  research  were: 

•  Hewlett-Packard 

•  Data  General 

•  Unisys 

•  Apple 

•  Canon  , 

The  study  focus  is  defined  by  the  following  questions  (compiled  by  Rank 
Xerox)  conceming  the  development,  delivery  and  marketing  of  customer 
education: 

1.  Development 

®  How  early  in  the  product  design  process  is  the  customer  education 
function  engaged? 

•  Who  makes  human  factors  product  learning  decisions  regarding  user 
interface,  on-line  help  and  on-line  tutorials? 

•  Who  makes  end-user  documentation/training  decisions? 

•  Are  documentation  and  classroom  materials  produced  by  the  same 
development  community? 

•  Are  there  strategic  and  design  synergies  among  on-board  learning  (on- 
line help),  documentation  (operator  reference  guide)  and  classroom 
materials  (workstation  user  seminar)? 

•  Are  customers  involved  in  the  documentation/training  development 
processes?  If  so,  how  are  their  requirements  collected?  If  not,  how  is 
their  later  feedback  reflected  in  updates/revisions? 

«  Are  individual  European  country  training  operations  involved  in  the 
development  process?  If  so,  how?  If  not,  how  are  their  requirements 
taken  into  account? 
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•  Are  materials  developed  for  all  European  operations  by  a  central 
group?  Is  so,  where  is  translation  done?  If  not,  how  do  the  individual 
countries  accomplish  this  development? 

2«  Delivery 

•  Is  a  distinction  made  between  "shipped  with  product"  customer  materi- 
als and  other  available  end-user  material  such  as  training  classes  or 
advanced/optional  documentation? 

«  Is  the  delivery  of  end-user  training  done  by  the  same  group  responsible 
for  training  development? 

•  Are  internal  and  external  training  seen  as  synergistic?  How  is  this 
reflected  in  training  delivery  (i.e.,  mixed  classes  of  salespeople  and 
customers,  shared  training  facilities  for  staff  and  customer  training, 
etc.)? 

•  Is  training  made  available  to  end  users  throughout  Europe?  How  and 
where? 

•  Is  customer  training  delivery  a  profitable  business? 

•  Is  there  a  dedicated  population  of  customer  trainers?  Is  so,  what  is  their 
background  and  skill  set?  If  not,  who  is  cross-trained  to  perform  this 
function  and  what  does  the  cross-training  consist  of? 

3.  Marketing 

•  Is  customer  training  seen  by  the  manufacturer  as  primarily  a  product 
support  business  enabler  or  as  a  business  in  its  own  right? 

•  Is  customer  training  actively  marketed  to  end  users?  How? 

•  Does  the  sales  force  sell  customer  training  as  part  of  the  sale? 

•  Is  customer  education  marketed  as  part  of  a  larger  "suite"  of  services? 
If  so,  what  other  services  are  involved? 

•  Does  customer  education  have  its  own  advertising  and  promotional 
programmes?  If  not,  how  do  they  "piggyback"  on  other  marketing 
activities?  If  so,  who  manages  this? 

•  Is  marketing  support  for  the  function  provided  from  EHQ?  If  so,  in 
what  form?  If  not,  where  does  this  support  come  from? 
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Who  has  responsibility  for  setting  revenue  targets,  tracking  quality  and 
measuring  profitability  at  the  country  and  the  IHQ  level? 


Methodology 


D 


The  specific  research  objective  was  to  develop  five  detailed  assessments 
of  competitive  practice„  INPUT  employed  a  consultant  to  undertake 
these  interviews  to  ensure  an  accurate  assessment  of  industry  practice 
and  probing  of  the  issues  being  addressed.  Interviews  were  essentially 
carried  out  on  a  face-to-face  basis  with  some  use  of  telephone  follow-up 
to  supplement  the  information-gathering  process.  The  information 
derived  from  this  research  process  was  written  up  in  an  agreed  format  as 
presented  in  the  document.  The  Rank  Xerox  profile  was  provided  by 
Robert  Richard,  Rank  Xerox  headquarters'  Manager  of  Customer  Educa- 
non. 


Report  Structure 


The  remaining  chapters  of  this  report  are  organised  as  follows: 

•  Chapter  n  is  an  Executive  Overview  which  provides,  in  the  form  of 
comparative  tables,  a  comprehensive  review  of  the  research  material. 


•  Chapter  HI  contains  the  complete  company  profiles  in  a  standard 
format  which  is  shown  in  Exhibit  I- 1. 
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EXHIBIT  1-1 


Company  Profile  Format 


1 

1  « 

Rrirknroijnrl 

1.1 

Business  Segment. 

1.2 

Training  Purpose. 

1.3 

Training  Coordination. 

1.4 

Training  Responsibility. 

1.5 

Training  Managers. 

2. 

Development  of  the  Training  Product. 

2.1 

Timing  of  Training  Involvement. 

2  2 

Human  Factors  PhiiosoDhv 

2.3 

User  Documentation. 

2.4 

Training  Materials. 

2.5 

Material  Translation. 

2.6 

Writing  Standardisation. 

2.7 

Exchange  of  Materials. 

2.8 

Country  Considerations  in  Preparation  of 

Materials. 

2.9 

Customer  Feedback  on  Documentation. 

2.10 

Media  Used  for  Training  Materials. 

3. 

Training  Delivery. 

3.1 

Relationship  between  Developers  and  Trainers. 

3.2 

Availability  of  User  Training. 

3.3 

Training  Locations. 

3.4 

Background  of  Trainers. 

3.5 

Trainer  Training. 

3.6 

Internal  and  External  Training. 

3.7 

Materials  Shipped  with  Products. 

3.8 

User  Training  As  a  Profit  Centre. 

4. 

Marketing  of  Training. 

4.1 

Training  as  a  Discrete  Business. 

4.2 

Marketing  and  Advertising. 

4.3 

Marketing  Budget. 

4.4 

Marketing  Support. 

4.5 

Monitoring  Training  Quality. 
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1 

Executive  Overview 


The  Executive  Overview  consists  of  a  set  of  comparative  tables 
which  highlight  in  bullet  form  the  key  points  from  the  vendor 
profiles  researched  for  this  study.  These  tables  follow  the  format 
shown  in  Exhibit  I- 1,  which  uses  the  following  basic  structure: 

•  Company  Background 

•  Development  of  the  Training  Product 

•  Training  Delivery 

®  Marketing  of  Training 
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EXHIBIT  IN6 
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EXHIBIT  11-8 
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EXHIBIT  11-9 
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EXHIBIT  11-10 
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EXHIBIT  11-11 
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EXHIBIT  11-12 
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EXHIBIT  11-14 
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EXHIBIT  11-15 
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Company  Profiles 


This  chapter  contains  the  complete  company  profiles  in  the  standard 
format  shown  in  Exhibit  III-l,  including  the  profile  provided  by  Rank 
Xerox  for  comparison  and  completeness.  The  profiles  are  provided  in  the 
following  order. 

•  Hewlett-Packard 

•  Data  General 

•  Unisys 

•  Apple 
®  Canon 

®  Rank  Xerox 
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HEWLETT- 
PACKARD  PROFILE 


1.  BACKGROUND. 


1.1  BUSINESS  SEGMENT. 


•  Diverse  product  range 

•  Segmented  by  division 

•  Turnover  $12  billion 

•  Employ  95,000  worldwide 

Hewlett-Packard  is  a  diverse  organisation  whose  products  range  from 
personal  computers  through  mainframes  to  medical  electronics,  hand- 
held calculators  and  digital  oscilloscopes.  The  different  divisions  of 
Hewlett-Packard  use  various  distribution  methods  including  their  own 
sales  forces,  dealer  networks  and  retail  outlets.  With  corporate  headquar- 
ters in  Palo  Alto,  California,  USA,  the  turnover  of  Hewlett-Packard  is 
around  $  12  billion  per  annum  (1989)  and  the  company  employs  over 
95,000  staff  worldwide. 

1.2  TRAINING  PURPOSE. 

•  User  training  on  HP  product 

•  Offer  generic  education 

Customer  training  in  Hewlett-Packard  is  primarily  to  educate  users  in  the 
use  of  HP  products,  but  other  training  in  generic  subjects  such  as  net- 
working, project  management  or  specific  software  languages  is  offered. 
Although  100%  of  training  on  Hewlett-Packard  products  is  performed  by 
Hewlett-Packard  staff,  outside  partners  are  used  for  development  and 
delivery  of  some  generic  training.  Engineering  training  is  not  offered  as 
standard  in  Europe,  but  this  topic  is  very  popular  in  the  USA,  especially 
on  the  personal  computer  range.  Some  European  customers  attend  engi- 
neering classes  in  the  USA. 


•  No  centralised  European  training  group 

•  European  customer  education  manager  in  Geneva 

•  Each  division  develops  training 

No  international  training  department  exists  in  Europe,  although  a  Euro- 
pean customer  education  manager  is  based  in  Geneva.  This  role,  in 
common  with  all  the  other  training  manager  roles,  is  purely  business 
orientated  and  does  not  become  involved  with  training  development.  It 
should  be  pointed  out  that  no  central  training  development  exists  at  all  in 
Hewlett-Packard  except  for  a  support  group  in  the  USA  which  has  ap- 
proximately 20  people  responsible  for  training.  The  policy  is  that  which- 
ever division  develops  a  product  also  develops  the  training.  This  holds 
true  no  matter  where  in  the  world  the  division  is  based.  Each  division  has 
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a  mission  statement  for  each  product  and  the  only  time  the  US  group, 
named  ASD  (Application  Support  Division),  becomes  involved  in  devel- 
oping training  is  where  a  division  has  no  clear-cut  responsibility  for  an 
entire  product.  An  example  of  this  would  be  UNIX  software  which 
emanates  from  more  than  one  division.  Training  for  this  product  would 
then  be  developed  by  ASD. 

1.4  TRAINING  RESPONSIBILITY. 

•  Major  branches  have  training  managers 

•  Small  countries  grouped 

®  Training  departments  separate 

Each  major  European  branch  has  its  own  training  manager  who  is  respon- 
sible for  customer  training  from  a  business  point  of  view.  Countries  in 
this  category  are  UK,  France,  Germany  and  Italy.  Smaller  countries  are 
bunched  together  in  what  appears  to  be  random  groupings.  For  example, 
Belgium  is  grouped  with  some  Scandinavian  countries.  Internal  training 
and  sales  and  marketing  training  are  handled  independently  of  customer 
training  and  of  each  other,  with  appropriate  management  for  each  func- 
tion. 

IJ  TRAINING  MANAGERS. 

®  Training  managers  by  product  sector 

®  No  training  meetings 

«  SEED  group  for  development 

Training  managers  are,  as  previously  oudined,  business  orientated  and  do 
not  meet  officially.  A  group  called  SEED  (Shared  Educational  European 
Development)  does  meet  two  to  three  times  per  year  to  discuss  training 
development.  These  meetings  are  attended  by  the  main  training  develop- 
ers from  the  divisions  of  Hewlett-Packard  which  are  European  based  and 
have  similar  product  lines.  There  appears  to  be  no  connection  between 
major  sectors  of  the  organisation,  such  as  the  computer  or  medical. 
(Within  Hewlett-Packard  a  sector,  such  as  computers,  will  have  many 
divisions,  i.e.,  hardware,  software  and  networks.) 

2.  DEVELOPMENT  OF  THE  TRAINING  PRODUCT. 

2.1  TIMING  OF  TRAINING  INVOLVEMENT. 

•  Involved  at  product  development 

•  Training  part  of  product  development  sign-off 

•  Alpha  and  beta  testing  of  training  materials 
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Depending  on  the  division,  the  training  staff  will  get  involved  in  devel- 
oping training  at  different  stages.  This  however  does  not  take  place 
before  final  design  has  been  agreed  upon  and  the  product  has  reached 
pilot  production.  Training  will  be  developed  in  stages  and  is  part  of  the 
sign-off  for  market  release  of  a  product.  If  training  is  not  ready  by  release 
date,  then  a  signed  waiver  is  required  to  release  a  product  to  market.  In 
practice,  training  is  usually  ready  before  the  product.  Training 
programmes  are  given  a  dry  run  against  internal  staff  before  an  alpha  test 
takes  place.  This  is  a  full  run  of  the  course  for  internal  staff.  A  beta  test, 
with  actual  customers,  then  takes  place  before  a  course  is  released. 

In  parallel  with  these  activities,  instructors  worldwide  are  involved  in 
desk  reviews  of  all  materials.  All  feedback  from  each  process  is  used  to 
refine  the  materials. 

2.2  HUMAN  FACTORS  PHILOSOPHY. 

•  No  overall  policy 

•  Division  dependant 

It  was  difficult  to  determine  if  any  effort  is  made  to  ensure  synergy 
between  user  interfaces,  documentation  and  training  material,  as  each 
division  operates  independently.  The  respondent's  impression  was  that  a 
synergy  does  exist,  but  to  different  degrees  in  each  division. 

2e3  USER  DOCUMENTATION. 

•  Written  by  product  development  with  training  support 

•  No  customer  involvement  before  launch 

User  documentation  is  developed  by  the  divisional  development  groups, 
and  these  groups  include  what  are  called  Learning  Products  Staff  who 
assist  with  the  documentation  and  training  by  deciding  in  which  format 
the  materials  will  be  presented.  Customers  do  not  get  involved  in  the 
development  of  documentation  or  initial  training  materials.  Their  com- 
ments and  reactions  are  taken  into  account  when  revising  training  materi- 
als prior  to  release.  One  method  used  is  to  present  training  materials  to 
users  while  videoing  their  reactions  through  one  way  mirrors. 

2.4  TRAINING  MATERULS. 

•  Developed  by  each  division 

«•  Come  from  various  countries 

•  Reproduced  in  USA 

•  High  use  of  US  material  in  Europe 
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Training  materials  do  not  have  one  source,  as  they  are  normally  devel- 
oped by  the  division  developing  the  product.  Unlike  other  companies,  this 
means  that  materials  are  not  developed  solely  for  the  US  market,  and  a 
variety  of  market  styles  will  be  present.  As  an  example,  a  UK-produced 
product  is  likely  to  have  its  training  materials  developed  by  British  staff. 
No  matter  where  the  training  is  developed,  the  materials  are  reproduced 
in  the  USA  and  distributed  worldwide.  The  only  control  which  is  applied 
is  that  of  the  applications  support  division  who  police  all  training  materi- 
als to  ensure  a  high  quality.  As  a  result  of  multicountry  training  product 
development,  different  countries  will  use  unmodified  materials  to  differ- 
ent degrees.  The  UK  uses  in  excess  of  80%  in  this  form  while  countries 
such  as  France  use  around  60%  unmodified. 

2.5  MATERIAL  TRANSLATION. 

•  No  central  translation 

•  All  performed  by  branches 

•  Variable  time  to  translate 

There  is  no  facility  within  Hewlett-Packard  for  performing  translation  of 
any  materials  on  an  international  or  central  basis.  Each  country,  down  to 
the  smallest,  is  left  totally  on  its  own  to  translate  material  as  it  sees  fit. 
The  rationale  behind  this  is  that  local  nationals  are  the  best  people  to  do 
translations  as  they  best  understand  the  requirements  of  their  own  mar- 
ketSo  When  new  materials  are  issued,  everyone  on  a  defined  list  receives 
an  advance  copy  which  can  be  used  to  start  the  translation  process. 

Due  to  different  resource  availability  in  each  country,  translation  times 
vary  from  a  few  weeks  to  several  months.  This  means  that  initial  courses 
may  have  to  be  conducted  in  English  or  training  be  delayed  if  this  is  not 
possible. 

2.6  WRITING  STANDARDISATION. 

•  No  written  standards 

•  Trainers  receive  skills  training 

No  standards  are  written  down  for  the  styles  to  be  adopted  when  writing 
materials,  but  this  is  implicit,  as  all  staff  who  are  involved  in  material 
preparation  are  taken  through  a  quality  educational  development 
programme.  This  teaches  skills  such  as  adult  learning  styles  and  prefer-  . 
ences,  the  ways  people  learn  best,  and  why  various  types  of  training 
materials  are  best  for  certain  groups. 
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2.7  EXCHANGE  OF  MATERIALS. 

•  No  local  exchange 

No  exchange  of  locally  produced  materials  evidently  takes  place.  All 
training  materials  used  come  from  the  specific  division  or  are  locally 
produced  or  modified.  Hewlett-Packard  appears  to  use  a  higher  percent- 
age of  unmodified  standard  material  than  other  organisations  surveyed. 
One  reason  for  this  could  be  that  the  material  does  not  all  come  from  one 
source  or,  indeed,  one  country. 

2.8  COUNTRY  CONSIDERATIONS  IN  PREPARATION  OF 
MATERIALS. 

•  No  country  consideration 

•  Text  files  for  modification 

•  No  customisation  services 

No  individual  country  needs  are  taken  into  consideration  when  preparing 
training  materials  or  other  documentation.  The  only  concession  which 
appears  to  be  made  is  that  software-based  training  is  often  designed  in 
such  a  way  that  text  is  contained  in  specific  files  which  can  easily  be 
localised  by  the  individual  market  No  service  exists  for  training  or  other 
materials  to  be  developed  for  specific  markets  outside  of  that  market,  and 
no  central  funds  are  available  for  local  development. 

2.9  CUSTOMER  FEEDBACK  ON  DOCUMENTATION. 

•  Comment  sheets  in  manuals 

•  Low  return  rate 

As  with  other  organisations,  Hewlett-Packard  manuals  contain  tear  off 
sheets  for  comments  and,  as  is  common,  very  few  of  these  are  actually 
returned.  User  groups  provide  some  feedback  but,  in  general,  feedback 
on  user  documentation  is  poor  unless  specifically  requested  at  review 
sessions. 

2.10  MEDIA  USED  FOR  TRAINING  MATERIALS. 

•  All  media  used  (video,  CD) 

•  User-  and  product-specific 

The  main  media  used  for  training  materials  are  all  internally  produced 
and  include  manuals,  computer-based  training,  self-paced  learning,  video 
and  CD.  Hewlett-Packard,  like  most  major  companies,  is  now  using  all 
the  different  media  available  in  a  manner  most  appropriate  to  the  mate- 
rial being  presented  and  the  customer  being  targeted. 
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3.  TRAINING  DELIVERY. 

3.1  RELATIONSHIP  BETWEEN  DEVELOPERS  AND 
TRAINERS. 

•  Dedicated  trainers  preferred 

•  Developers  train  on  highly  technical  topics 

Course  developers  sometimes  deliver  training,  but  this  is  kept  to  a  mini- 
mum. Customers  prefer  to  be  trained  by  staff  who  have  good  instructor 
skills  rather  than  in-depth  technical  knowledge.  The  exception  to  this  is 
on  highly  technical  courses,  such  as  advanced  software,  when  delegates 
attend  developer-conducted  courses  mainly  to  gather  raw  information. 
These  customers  normally  do  not  care  how  this  information  is  presented. 

3.2  AVAILABILITY  OF  USER  TRAINING. 

•  Mainly  from  HP 

•  Move  towards  dealers  (HP  Certified  Education  Centre) 

User  training  is  available  worldwide  from  Hewlett-Packard  on  all  major 
products.  This  is  normally  given  by  Hewlett-Packard  staff  but  there  is  a 
move  at  present  to  assist  some  dealers  to  set  up  training  centres.  These 
are  effectively  controlled  by  Hewlett-Packard  and  make  standard  training 
courses  available  to  users  through  either  a  training  franchise  or  an  HP 
Certified  Education  Centre  Programme. 

3.3  TRAINING  LOCATIONS. 

•  75%  HP  locations 

•  Can  customise  on  site 

•  HP  maintains  control 

An  estimated  75%  of  training  is  conducted  on  Hewlett-Packard  premises, 
and  HP  prefers  this  as  they  can  control  the  environment.  Courses  are  also 
conducted  at  customer  sites  and  these  can  be  standard  offerings  or  stan- 
dard courses  tailored  to  a  user's  needs.  Hewlett-Packard  does  make  users 
aware  of  the  down  side  of  this  approach  and  has  strict  rules  for  conduct- 
ing such  training. 

3.4  BACKGROUND  OF  TRAINERS. 

•  Dedicated  roles 

•  Mainly  internal  staff 

•  Secondment  programme  from  field 
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Hewlett-Packard  trainers  are  dedicated  instructors  who  each  have  par- 
ticular areas  of  focus.  They  are  liable  to  come  from  an  external  training 
background  or  be  current  staff  who  have  been  asked  to  do  a  particular 
course  and  have  subsequently  expressed  a  desire  to  move  into  training. 

Hewlett-Packard  offer  this  on  a  secondment  basis  to  enable  staff  to  be 
certain  they  want  to  follow  training  as  a  career  path.  People  with  a 
teaching  background  will  not  normally  be  recruited  unless  they  can  be 
productive  very  quickly. 

3.5  TRAINER  TRAINING. 

•  Receive  generic  skills  training 

Apart  from  product  training,  all  instructors  go  through  rigorous  platform 
skills  training  before  conducting  classes.  Where  the  instructors  receive 
their  product  training  and  who  conducts  the  course  will  depend  on  the 
anticipated  sales  volume  of  a  particular  product.  For  new  products,  the 
course  developers  normally  conduct  the  first  courses,  but  established 
courses  are  taught  to  instructors  by  other  instructors  with  in-depth  experi- 
ence. Hewlett-Packard  will  not  let  an  instructor  teach  a  course  unless  he 
has  personally  been  trained  to  at  least  one  level  above  the  particular 
course. 

3.6  INTERNAL  AND  EXTERNAL  TRAINING, 

•  Mixing  encouraged 

Mixing  customers  and  internal  staff  on  training  courses  is  actively 
encouraged,  as  customers  appear  to  like  this  approach.  Attendance  for 
staff  is  not  automatic  and  they  have  to  apply  in  the  normal  way  to  attend 
published  courses.  Such  attendees  are  instructed  not  to  monopolise  the 
instructor's  time,  as  they  always  have  opportunities  for  asking  questions 
at  a  later  date. 

3.7  MATERIALS  SHIPPED  WITH  PRODUCTS. 

•  Materials  part  of  product 

•  Can  be  unbundled 

•  Self-training  possible 

Some  computer-based  and  self-paced  training  materials  are  shipped  with 
products.  These  materials  are  bundled  into  the  price  and  can  be  removed 
if  a  customer  so  wishes.  For  example,  if  a  customer  buys  multiples  of  a 
product  he  is  not  obliged  to  take  multiple  copies  of  training  materials. 
Advanced  training  packages  are  also  available  as  an  option,  as  are  pack- 
ages to  enable  users  to  train  their  own  staff.  Hewlett-Packard  will  not 
supply  these  packages  unless  there  is  evidence  of  the  ability  of  user 
trainers  to  ensure  a  successful  outcome. 
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3.8  USER  TRAINING  AS  A  PROFIT  CENTRE. 

•  Profit  centre 

•  Makes  reasonable  profit 

Education,  as  opposed  to  just  customer  product  training,  is  considered  as 
a  profit  centre  within  Hewlett-Packard.  Education  does  make  a  reason- 
able profit  although  the  figure  is  not  available.  The  training  element  in 
the  sale  of  a  product  is  allocated  to  the  group  that  actually  delivers  the 
training. 

4.  MARKETING  OF  TRAINING. 

4.1  TRAINING  AS  A  DISCRETE  BUSINESS. 

•  Is  a  discrete  business 

•  Encourage  expansion  of  offerings 

•  Revenue  targets  agreed  with  HQ 

Training  is  considered  as  a  business,  and  branches  are  encouraged  to 
develop  this  business  by  offering  training  on  topics  other  than  Hewlett- 
Packard  products.  Each  office  agrees  revenue  targets  with  the  corporate 
group  on  an  annual  basis.  Training  materials  are  charged  to  branches  at  a 
standard  cost,  which  includes  a  mark-up,  and  all  branches  receive  one 
copy  of  all  materials  free  of  charge  to  enable  them  to  decide  on  ordering 
of  further  quantities. 

4.2  MARKETING  AND  ADVERTISING. 

•  All  staff  kept  aware 

•  No  direct  sales  force  for  training 

•  Wide  advertising 

Everyone  in  Hewlett-Packard  is  kept  aware  of  what  training  is  available 
at  all  times  and  helps  spread  the  word.  Research  has  shown  that  the 
management  in  user's  companies  who  make  training  decisions  never 
attend  courses.  An  attempt  is  made  to  target  them  separately  by  dedicated 
mail  shots  or  by  conducting  training  awareness  evenings.  Sales  and 
service  staff  can  sell  service,  but  this  is  rare,  as  they  are  not  measured  or 
compensated  for  training  sales.  This  situation  may  change  in  the  future. 

There  are,  at  present,  no  dedicated  sales  personnel  for  training,  but  it  is 
planned  to  have  a  team  to  sell  only  support  services  such  as  training, 
service  and  software  to  major  accounts.  This  group  will  also  become 
involved  in  selling  training  services  through  dealers. 
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Advertising  of  training  is  carried  out  in  trade  journals,  via  user  groups 
and  through  various  Hewlett-Packard  published  journals. 

4.3  MARKETING  BUDGET. 

•  Use  marketing  budget 

•  Also  have  own  budget 

The  major  budget  for  promotional  services  comes  from  the  central 
marketing  budgets  but  the  training  department  is  free  to  spend  part  of  its 
own  budget,  which  has  been  specifically  allocated,  on  training  marketing 
activities. 

4.4  MARKETING  SUPPORT. 

•  Central  support 

•  Full  time  education  rep. 

All  support  at  present  comes  from  the  central  marketing  support  group. 
There  is  one  person  in  this  group  who  is  100%  focussed  on  customer 
education.  This  person  is  financed  by,  and  accountable  to,  the  training 
department  but  reports  directly  to  marketing. 

4.5  MONITORING  TRAINING  QUALITY. 

®  Use  Training  Quality  Matrix 
«>  OCR  form 

•  Central  US  analysis 

•  Quarterly  reporting 

Training  quality  is  closely  monitored  within  Hewlett-Packard,  and 
feedback  is  used  to  improve  and  modify  courses.  Everyone  attending  a 
Hewlett-Packard  course,  whether  they  be  a  user,  a  member  of  staff  or  the 
instructor,  has  to  complete  a  TQM  (Training  Quality  Matrix).  This  is  a 
mark  sense  OCR  form  which  is  in  two  sections.  The  first  asks  questions 
on  the  attendees  demographics  such  as  where  they  came  from,  their  job 
function  and  how  they  heard  of  the  course.  The  second  asks  questions 
related  to  the  course  and  the  instructor.  All  of  these  forms  are  sent  to  the 
USA  for  computer  analysis  and  the  findings  sent  to  the  course  developers 
and  instructors.  The  original  forms  are  also  sent  to  the  course  developers 
to  enable  written  comments  to  be  analysed.  A  management  summary  of 
all  training  analysis  is  circulated  every  three  months. 
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DATA  GENERAL 
PROFILE 


1.  BACKGROUND. 


1.1  BUSINESS  SEGMENT. 

•  Computer  company 

•  Own  sales  force 

•  Turnover  $L3  billion 

•  Employ  9000  worldwide 

Data  General  is  in  the  business  of  supermini  and  desktop  computers  and 
sells  its  products  primarily  through  its  own  sales  force.  In  some  countries, 
such  as  China,  the  products  are  sold  through  authorised  dealers.  The 
turnover  of  Data  General  is  in  the  region  of  $13  billion  per  annum.  The 
company  headquarters  is  in  Westborough,  MA,  USA  and  employs  9000 
worldwide. 

1.2  TRAINING  PURPOSE. 

•  User  training  on  DG  products 

•  Some  engineer  training  for  customers 

The  main  purpose  of  training  within  Data  General  is  to  educate  end  users 
in  the  use  of  their  equipment  and  software.  Some  training  in  engineering 
maintenance  is  offered  to  selected  customers,  but  this  is  not  widely 
advertised.  In  excess  of  90%  of  the  training  is  performed  by  DG  (Data 
General)  staff,  with  the  remainder  being  undertaken  by  third-party 
organisations  under  the  auspices  of  DG. 

1.3  TRAINING  CO-ORDINATION. 

•  No  centralised  European  training 

•  USA  develops  most  training 

•  European  countries  liaise  directly  with  US 

There  is  no  European  or  intemational  co-ordination  of  user  training 
activities,  and  all  central  training  services  are  provided  by  the  head  office 
in  Westborough.  One  exception  to  this  is  field  engineer  training  which  is 
controlled  through  the  UK,  although  all  engineer  training  does  not  take 
place  in  the  UK. 

A  small  headquarters  staff  exists  within  DG  in  Paris,  France,  but  they 
have  no  training  responsibilities.  All  countries  liaise  directly  with  the 
USA  on  training  matters. 

1.4  TRAINING  RESPONSIBILITY. 

•  Large  branches  have  training  manager 

•  Internal/external  user  training  combined 
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Each  country  has  its  own  independent  management  team,  and  training  is 
normally  divided  into  the  two  areas  of:  a)  internal  and  user  training,  and 
b)  sales  and  marketing  training.  In  larger  countries,  both  of  these  areas 
have  a  separate  manager  but  would  come  under  one  manager  in  smaller 
countries.  (Large  countries  in  Europe  are  considered  to  be  those  such  as 
the  UK,  France,  Germany  and  Italy). 

hS  TRAINING  MANAGERS. 

•  Seven  customer  training  managers  in  Europe 
«  Annual  training  meetings 

•  Informal  network 

In  Europe  DO  has  seven  customer  training  managers  and  a  further  nine 
to  ten  managers  in  the  rest  of  the  world.  This  does  not  include  regional 
managers  in  the  USA  who  report  to  one  training  manager.  These  manag- 
ers network  informally  via  both  telephone  and  the  internal  DO  computer 
systems.  (All  DO  personnel  are  linked  to  the  computer  network.) 

On  a  more  formal  basis,  the  European  managers  meet  locally  once  per 
annum,  and  there  is  also  a  worldwide  training  meeting  held  annually. 

2e  DEVELOPMENT  OF  THE  TRAINING  PRODUCT. 

2.1  TIMING  OF  TRAINING  INVOLVEMENT. 

•  Involved  at  production  design  stage 

•  Training  is  designed  within  overall  support 

The  training  division  in  the  USA,  which  encompasses  both  service  and 
customer  training,  becomes  involved  in  a  product  once  it  has  passed  the 
prototype  and  final  design  review  stage  and  prior  to  pilot  production.  To 
give  a  synergy,  customer  training,  engineering  training,  software  support 
and  technical  publications  all  report  to  the  same  manager. 

2.2  HUMAN  FACTORS  PHILOSOPHY. 

•  Training  department  involved  in  UI  design 

®  Training  department  involved  in  documentation 

•  Ail  user-related  functions  report  together 

The  training  department  is  also  involved  at  the  prototype  stage  in  the 
design  of  the  user  interface  from  both  a  software  aspect  and  to  ensure 
that  the  entire  product  is  "user  friendly".  This  would  also  encompass  the 
usability  of  the  documentation.  One  advantage  that  DG  appears  to  have 
is  that  all  staff  who  are  involved  in  user-related  functions  are  part  of  the 
same  department.  For  new  products,  a  New  Product  Development  Team 
is  set  up  and  stays  together  until  a  product  is  launched.  This  team  con- 
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sists  of  seven  to  eight  people.  The  core  of  this  team  then  remains  together 
after  launch  as  a  support  group  reporting  to  a  product  manager  who  has 
call  on  any  of  the  original  members  as  required. 

2.3  USER  DOCUMENTATION. 

•  Written  by  development  team 

•  No  customer  involvement 

User  documentation  is  prepared  by  this  same  group,  and  technical  publi- 
cations are  part  of  the  training  organisation.  Normally,  only  one  person 
on  the  team  is  responsible  for  user  documentation,  but  this  person  does 
not  write  any  of  the  training  manuals  or  course  materials.  At  no  stage  are 
customers  ever  involved  in  initial  documentation  or  training  develop- 
ment. 

2.4  TRAINING  MATERIALS. 

•  Developed  in  USA 

•  Low  use  of  US  material  in  Europe 

•  Large  countries  reuse  less  than  small  ones 

The  USA  is  the  source  of  all  core  training  materials,  and  as  such,  all 
standard  materials  are  developed  for  the  US  market.  The  course  develop- 
ment group  was  independent  but  has  recendy  been  integrated  into  the 
training  department,  and  actual  trainers  are  now  involved  in  material 
preparation.  The  result  is  a  better  product. 

Outside  the  USA,  core  material  is  modified  before  use  to  suit  local  needs. 
In  the  UK  only,  50%  of  US  material  is  used  as  supplied,  with  10-15% 
being  produced  locally  and  35-40%  being  modified  US  material. 

Smaller  countries  such  as  Austria  use  up  to  80%  of  US  material 
unmodified,  but  the  UK  supplies  a  small  amount  of  its  own  material  to 
these  countries  as  well. 

2.5  MATERIAL  TRANSLATION. 

•  US-based  translation  available 

•  Some  performed  by  branches 

Each  branch  has  the  option  of  having  material  translated  in  the  US  or  to 
translate  locally.  Head  office  will  only  translate  official  US -produced 
documentation,  and  they  appear  to  translate  100%  of  this,  with  only 
European-produced  documents  being  translated  by  the  branches.  Coun- 
tries with  common  languages  do  not  appear  to  share  translation  services. 
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As  soon  as  the  English  versions  have  been  approved,  then  the  translated 
versions  are  prepared.  These  are  normally  available  four  to  five  weeks 
after  the  English  versions. 

2.6  WRITING  STANDARDISATION. 

•  No  written  standards 

•  Standard  vocabulary 

No  standards  are  laid  down  for  the  preparation  of  training  materials, 
although  those  with  a  US  origin  are  all  written  in  the  same  style. 

Vocabulary  is  standardised,  with  particular  words  being  used  to  describe 
individual  items.  There  is  no  restricted  word  set  in  use. 

2.7  EXCHANGE  OF  MATERIALS. 

•  No  formal  exchange 

•  Some  by  computer  link 

No  official  mechanism  exists  for  the  exchange  of  training  materials, 
although  this  does  happen  via  the  computer  link  and  by  maiL  As  previ- 
ously stated,  smaller  countries  in  Europe  do  use  some  UK-produced 
materials^ 

2.8  COUNTRY  CONSIDERATIONS  IN  PREPARATION  OF 
MATERIALS. 

•  No  individual  country  consideration  given  by  US 

•  Special  fee-based  development  available 

No  country  considerations  are  given  when  training  materials  are  being 
developed,  and  this  leads  to  individual  branches  developing  their  own 
materials.  A  service  does  exist  in  the  US  for  materials  to  be  developed  in 
specific  styles  for  individual  markets  and  the  countries  are  charged  for 
the  work  done. 

23  CUSTOMER  FEEDBACK  ON  DOCUMENTATION. 

•  Comment  sheets  available 
«  Little  used  (5%  returned) 

•  Sales/support  staff  feedback 

Customer  feedback  is  encouraged  by  the  provision  of  comment  sheets  in 
each  manual  which  are  returned  to  technical  publications.  Less  than  5% 
of  comments  are  received  this  way,  probably  because  most  manuals 
remain  on  the  shelf.  Comments  are  mainly  collected  by  word  of  mouth 
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from  any  DG  source,  such  as  salesmen  or  engineers.  More  than  50%  of 
comments  are  received  via  user  groups,  and  such  groups  exist  in  each 
country. 

2.10  MEDIA  USED  FOR  TRAINING  MATERIALS. 

•  Most  media  used  (interactive  video,  CD  ROM) 

•  Own  production  facility 

The  following  media  are  all  used  for  training  materials  for  internal  use  as 
well  as  user  training:  user  manuals,  training  manuals,  audio  cassette, 
video  tape,  interactive  video,  laser  video  disc,  CD,  and  CD  ROM.  DG  has 
its  own  production  facility  capable  of  producing  all  of  the  above  with  the 
exception  of  CD  formats. 

3.  TRAINING  DELIVERY. 

3.1  RELATIONSHIP  BETWEEN  DEVELOPERS  AND  TRAIN- 
ERS. 

•  Trainers  are  developers 

•  Not  all  trainers  develop 

The  staff  that  develops  training  do  teach  on  some  courses.  These  are 
either  train-the-trainer  courses  or  actual  end-user  courses.  As  a  rule,  all 
training  developers  are  also  trainers,  but  not  all  trainers  are  course  devel- 
opers. This  applies  to  European  countries  as  well  as  the  US. 

3.2  AVAILABILITY  OF  USER  TRAINING. 

•  Available  worldwide 

•  Third  parties  used  for  less  than  10% 

User  training  is  available  from  DG  in  all  countries  where  the  product  is 
sold.  Less  than  10%  of  this  is  performed  by  third-party  organisations,  and 
only  when  DG  does  not  wish  to  actually  train  on  the  product  but  do  wish 
to  offer  training  to  customers.  This  is  mainly  on  software  products  or 
OEM  hardware  products. 

3.3  TRAINING  LOCATIONS. 

•  Mainly  DG  sites 

•  Little  customer  site 

Without  exception,  each  country  has  facilities  on  DG  premises  to  give  in- 
house  training  to  end  users.  When  warranted  by  geographic  consider- 
ations, training  will  be  arranged  in  an  hotel  or  other  site.  DG  prefers  to 
hold  user  training  courses  in-house. 
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3.4  BACKGROUND  OF  TRAINERS. 

•  Dedicated  trainers 

•  Technical  or  training  backgrounds 

The  trainers,  who  are  dedicated  to  the  task,  will  come  from  three  differ- 
ent backgrounds.  They  will  either  be  internal  DG  staff  with  technical 
backgrounds  who  wish  to  move  into  training,  people  from  varying 
industries  with  a  general  training  background,  or  technical  instructors 
brought  in  from  competing  companies  or  companies  with  similar  tech- 
nology profiles. 

3  J  TRAINER  TRAINING. 

•  Held  in  US  and  Europe 

•  Local  language  possible 

Train-the-trainer  courses  are  held  in  various  locations  throughout  Europe 
or  in  the  US.  Trainers  from  various  countries  will  travel  to  whichever 
country  is  most  convenient  at  the  particular  time„  There  are  no  set  train- 
ing locations,  and  on  occasion,  course  developers  come  to  Europe  to 
conduct  train-the-trainer  sessions.  Due  to  the  ethnic  mix  of  the  US 
trainers,  initial  courses  can  be  held  in  the  local  language  if  required. 
Again,  for  this  there  are  no  fixed  locations. 

3.6  INTERNAL  AND  EXTERNAL  TRAINING. 

•  Mixing  of  internal/external  occurs  on  product  courses 

•  Most  staff  courses  internal  only 

Courses  can  be  run  with  a  mixture  of  internal  staff  and  customers.  These 
are  normally  user  training  courses,  as  all  training  staff  have  to  attend  user 
courses  prior  to  actually  teaching  them  themselves.  It  is  rare  for  custom- 
ers to  attend  in-house  courses,  and  when  this  happens  it  is  usually  hard- 
ware-related training. 

3.7  MATERIALS  SHIPPED  WITH  PRODUCTS. 

•  Training  not  shipped  as  standard 

•  Sales  sometimes  arrange  to  ship 

«  Additional  documentation/training  sold 

Some  training  materials  can  be  shipped  with  products,  although  this  is 
not  part  of  the  standard  offering.  This  is  normally  by  special  agreement 
between  the  customer  and  the  sales  person,  and  whether  the  customer 
pays  for  this  material  or  not  is  again  by  special  agreement.  Such  training 
material  would  be  either  in  the  form  of  documentation  or  computer-based 
learnings 
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There  is  an  immense  amount  of  optional  documentation  available  for  sale 
to  customers  for  self-teaching,  but  this  is  mainly  in  the  area  of  software. 

3.8  USER  TRAINING  AS  A  PROFIT  CENTRE. 

•  Profit  centre 

•  Makes  a  marginal  profit 

•  Training  price  "bundled"  with  product 

Training  given  to  end  users  is  considered  as  a  profit  centre  within  DG  and 
does  in  fact  make  a  marginal  profit  of  a  few  percent.  Equipment  sales 
prices  include  an  element  for  training,  and  this  is  allocated  to  the  training 
department. 

4.  MARKETING  OF  TRAINING. 

4.1  TRAINING  AS  A  DISCRETE  BUSINESS. 

•  Is  a  discrete  business 

•  Revenue  targets  set 

•  No  profit  targets  set 

Within  DG,  customer  training  is  treated  as  a  discrete  business,  with 
revenue  targets  being  set,  locally  within  each  individual  branch.  No  profit 
targets  are  set  although  each  branch  has  the  capability  of  monitoring  its 
own  profitability  on  user  training.  Material  costs  are  met  by  each  office, 
and  the  US  marks  up  the  price  of  materials  to  cover  the  cost  of  their 
writing  and  production. 

All  materials  produced  locally  have  to  be  funded  locally. 

4.2  MARKETING  AND  ADVERTISING. 

®  Marketed  as  a  sold  service 

®  Normally  sold  within  system  sale 

•  No  separate  training  advertising 

Training  is  marketed  as  a  service  and  sold  through  the  direct  sales  force 
and  the  account  managers,  as  well  as  by  the  central  marketing  group. 
Training  is  normally  sold  as  part  of  the  system  at  the  time  of  sale,  but  it 
can  be  sold  separately.  This  would  be  marketed  as  part  of  a  suite  of  other 
services— such  as  maintenance  agreements  and  software- — by  the  services 
sales  force,  who  are  distinct  from  systems  sales.  Many  of  the  leads  come 
from  service  engineers,  and  the  service  department  works  a  group  bonus 
scheme  to  compensate  for  successful  leads.  Although  training  is  not 
advertised  separately,  this  option  is  being  considered  for  the  future.  At 
present,  general  advertising  contains  sections  on  training  in  items  such  as 
mail  shots  and  space  taken  in  user  group  magazines. 
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4.3  MARKETING  BUDGET. 

•  No  separate  marketing  budget  for  training 

No  discrete  marketing  budget  exists  for  the  customer  training  department 
and  all  marketing  costs  are  met  from  the  general  marketing  budget  within 
each  branch. 

4.4  MARKETING  SUPPORT. 

•  No  central  European  support 

•  US  support  for  training  (brochures,  etc) 

All  marketing  support  for  training  comes  from  within  the  general  market- 
ing group,  although  some  marketing  materials  come  from  the  USA, 
These  are  normally  in  the  form  of  brochures  specially  printed  in  the  US 
to  individual  country  specifications,  or  artwork  which  is  sent  over  and 
locally  modified  before  printing„  Interestingly,  some  of  the  best  ideas  for 
promotional  material  for  training  come  from  Canada. 

4.5  MONITORING  TRAINING  QUALITY. 

•  Standard  questionnaire  at  course  end 

®  Callback  after  three  months 
®  External  market  research 

Quality  is  monitored  in  two  ways.  Firstly,  the  standard  end  of  course 
questionnaire  is  used  to  obtain  instant  feedback.  As  a  follow  up,  each 
trainer  receives  a  list  of  all  the  people  he  has  trained  and  conducts  tele- 
phone surveys  approximately  three  months  after  the  course.  This  helps  to 
gauge  the  usefulness  of  the  course  as  participants  have  had  time  to 
practise  the  new  skills. 

An  external  market  research  company  is  used  to  monitor  the  quality  of 
all  services  several  times  annually.  Although  this  is  not  aimed  specifi- 
cally at  training,  the  surveys  used  do  contain  some  specific  training 
questions. 
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c  ^  •   

UNISYS  PROFILE      1.  BACKGROUND. 

1.1  BUSINESS  SEGMENT. 

•  Computer  company 

•  Own  sales  force 

•  Turnover  $9.4  billion 

•  Employs  85,000  worldwide 

Unisys  is  a  worldwide  computer  organisation  whose  products  range  from 
personal  computers  through  to  mainframes  and  software.  The  products 
are  sold  directly  by  Unisys'  sales  staff  worldwide  and  no  dealer  networks 
are  used  at  present.  The  corporate  headquarters  is  in  Princetown,  New 
Jerse,  US A„  The  turnover  of  Unisys  is  around  $  9.4  billion  per  annum 
(1989),  and  the  company  employs  over  85,000  staff  worldwide. 

1.2  TRAINING  PURPOSE. 

•  User  training  on  Unisys  products 

•  Offer  limited  training  on  other  topics 

Customer  training  in  Unisys  is  mainly  to  educate  users  in  the  use  of 
Unisys  products,  although  other  training  in  subjects  such  as  MS-DOS, 
UNIX  and  project  management  are  offered.  Not  all  training  on  Unisys 
products  is  performed  by  Unisys  staff,  and  outside  agencies  are  used  for 
some  specialised  training. 

1.3  TRAINING  CO-ORDINATION. 

•  European  training  co-ordinated  from  UK 

•  USA  develops  all  training  materials 

•  US  group  consists  of  200  training  people 

An  intemational  training  department  exists  for  Europe  and  is  based  in 
Milton  Keynes  in  the  UK.  Training  co-ordination  for  the  rest  of  the  world 
is  handled  from  the  USA.  All  training  programmes  and  documentation 
are  prepared  in  the  US,  and  an  education  development  group  of  over  200 
people  is  responsible  for  all  training  products. 

1.4  TRAINING  RESPONSIBILITY. 

•  European  branches  have  training  managers 

•  Dotted  line  to  UK  HQ 

Each  European  branch  has  its  own  training  manager  who  is  responsible 
for  all  customer  training.  They  all  have  a  dotted-line  reporting  structure 
into  the  European  headquarters  in  the  UK  but  are  managed  by  the  local 
branch.  Customer  training  is  a  discrete  department  in  each  major  country, 
although  the  professional  services  groups  does  perform  some  training. 
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1.5  TRAINING  MANAGERS. 

•  15  training  managers  in  Europe 

•  Are  planning  training  meetings 

•  Recognise  need  to  co-ordinate  European  requirements 

Training  managers  are  installed  in  all  significant  European  countries,  and 
there  are  14  local  managers  with  one  European  manager  responsible  for 
training  who  is  based  in  the  UK.  This  is  a  newly  created  position.  At 
present,  no  training  meetings  take  place,  but  these  are  planned  to  enable 
requirements  to  be  discussed  and  European  requirements  to  be  presented 
to  the  USA  with  one  voice. 

2.  DEVELOPMENT  OF  THE  TRAINING  PRODUCT. 

2.1  TIMING  OF  TRAINING  INVOLVEMENT. 

•  Involved  at  product  design  stage 

•  Training  part  of  product  design 

Product  management  groups  exist  in  Unisys  to  manage  products  from 
"conception  to  the  grave,"  and  training  representatives  are  part  of  these 
groups.  In  general,  training  development  for  a  product  is  considered  as 
part  of  the  design  cycle,  and  as  such,  training  development  staff  will  be 
involved  in  planning  the  structure  of  training  from  the  conception  of  the 
product. 

2.2  HUMAN  FACTORS  PHILOSOPHY. 

•  Early  training  involvement  ensures  HF  co-ordination 

•  Product  dependant 

No  policy  could  be  found  to  ensure  synergy  between  user  interfaces, 
documentation  and  training  material,  but  the  existence  of  such  a  synergy 
has  been  assumed  by  the  respondent  owing  to  the  fact  that  training  is  part 
of  product  development.  As  each  product  has  a  separate  team,  it  is  likely 
that  a  slightiy  different  philosophy  is  developed  for  each  product  group. 

2.3  USER  DOCUMENTATION. 

•  Written  by  product  development 
«>  No  customer  involvement 

As  in  most  organisations  interviewed,  user  documentation  is  developed 
by  the  product  development  group  and  these  groups,  include  technical 
writers.  Customers  do  not  get  involved  in  the  development  of  documen- 
tation, but  their  comments  are  fed  back. 
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2.4  TRAINING  MATERIALS. 

•  Developed  centrally,  in  USA 

•  Recognise  need  to  input  European  requirements 

Training  materials  all  have  one  source;  they  are  developed  by  the  educa- 
tion development  group  in  the  USA.  Materials  are  developed  mainly  for 
the  US  market,  but  Europe  is  presently  trying  to  influence  the  design 
process.  The  materials  are  reproduced  in  the  USA  and  distributed  world- 
wide. The  European  branches  use  in  excess  of  90%  of  the  materials  un- 
modified or  with  only  minor  local  changes  such  as  language  or  visual 
aids«  The  UK,  for  example,  will  remove  Americanisms  from  the  text. 

Very  little  material  is  developed  by  the  branches  for  their  own  use,  and 
this  is  estimated  at  less  than  5%. 

2.5  MATERIAL  TRANSLATION. 

•  No  central  translation 

•  All  performed  by  branches 

•  Some  used  in  English 

There  is  no  service  in  Unisys  for  the  translation  of  any  materials  on  an 
international  or  central  basis.  Each  country  is  responsible  for  translating 
material  as  it  sees  fit.  As  not  all  products  are  sold  in  all  countries,  the 
branches  only  translate  what  is  appropriate.  In  certain  countries,  such  as 
the  Scandinavian  ones,  many  courses  are  conducted  in  English,  and  as 
such,  no  translation  of  the  material  takes  place. 

2.6  WRITING  STANDARDISATION. 

•  Written  standards  in  US 

•  Now  developing  European  standards 

Written  standards  exist  on  how  training  products  should  be  designed,  and 
although  there  is  no  European  input  at  present,  an  attempt  is  being  made 
to  influence  training  design.  No  copies  of  these  standards  are  available  as 
yet  in  Europe,  but  this  will  be  remedied. 

2.7  EXCHANGE  OF  MATERIALS. 

•  No  local  exchange  within  Europe 

No  exchange  of  locally  produced  materials  takes  place  at  present.  As  the 
percentage  of  local  material  is  low,  this  is  not  felt  to  be  a  problem.  As 
previously  mentioned,  all  training  materials  used  come  from  the  USA  or 
are  locally  modified.  Unisys  is  similar  to  Hewlett-Packard  in  that  it  uses  a 
high  percentage  of  unmodified  standard  material 
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2.8  COUNTRY  CONSmERATIONS  IN  PREPARATION  OF 
MATERIALS. 

•  No  European  consideration  given 

•  Recognise  need  for  formal  European  process 

No  individual  European  country  needs  are  taken  into  consideration  when 
preparing  training  materials,  although  overall  comments  are  considered. 
The  European  management  would  like  to  see  this  aspect  more 
formalised.  No  special  development  of  training  or  other  materials  for 
individual  or  specific  markets  takes  place. 

2.9  CUSTOMER  FEEDBACK  ON  DOCUMENTATION. 

•  Comment  sheets  within  documentation 

•  Informal  feedback 

As  is  standard  practice  in  the  industry,  Unisys  manuals  contain  comment 
sheets  for  customer  feedback.  In  general,  feedback  on  user  documenta- 
tion is  by  word  of  mouth  via  sales  or  technical  staff. 

2.10  MEDIA  USED  FOR  TRAINING  MATERIALS. 

•  Most  media  used 

•  CD  ROM  used  internally  only 

The  media  used  for  training  materials  are  the  common  ones  such  as 
written  manuals,  computer-based  training,  video  and  interactive  video. 
CD  ROM  is  used,  at  present,  as  a  medium  for  internal  staff  training  but 
has  not  as  yet  been  extended  to  customer  training. 

3e  TRAINING  DELIVERY. 

3.1  RELATIONSHIP  BETWEEN  DEVELOPERS  AND  TRAIN- 
£RS. 

•  Trainers  train 

•  Developers  develop 

Course  developers  are  mainly  confined  to  the  task  of  development,  and 
their  involvement  in  training  does  not  extend  to  customer  level  They  are 
normally  restricted  to  conducting  the  first  session  of  a  new  course  for 
internal  Graining  staff. 
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3.2  AVAILABILITY  OF  USER  TRAINING. 

•  Available  worldwide  for  all  products 

•  All  Unisys  controlled 

User  training  is  available  worldwide  from  Unisys  on  all  products  if  they 
are  sold  in  the  country  concerned.  This  is  normally  given  by  Unisys  staff, 
but  occasional  use  is  made  of  outside  organisations  to  deliver  specific 
training.  An  example  of  this  could  be  MS-DOS  training. 

3.3  TRAINING  LOCATIONS. 

•  Flexible  locations 

•  Customised,  on-site  available 

Unisys  use  a  variety  of  sites  for  customer  training.  In-house  premises, 
hotels  or  customer  sites  can  be  used,  and  the  policy  is  to  be  flexible 
enough  to  give  the  customer  what  he  wants  in  the  way  of  training.  This 
extends  to  presenting  modified  courses  for  particular  customers  on  their 
own  or  chosen  premises. 

3.4  BACKGROUND  OF  TRAINERS. 

•  Dedicated  customer  trainers 

•  Technical  or  support  background 

Unisys  trainers  are  dedicated  to  the  task  of  customer  training.  They  have 
varying  backgrounds  and  are  likely  to  come  from  a  support  environment 
or  be  product  specialists.  There  is  no  defined  structure,  and  both  in-house 
or  external  candidates  are  considered,  mainly  depending  on  the  needs  of  a 
particular  branch  at  any  given  time. 

3.5  TRAINER  TRAINING. 

e  At  European  training  centre 
®  20  staff  for  training  the  trainers 

European  trainers  will  receive  their  training  at  the  European  centre  in 
Milton  Keynes  in  the  UK.  This  centre  has  more  than  20  trainers  who  are 
responsible  for  training  other  trainers.  Staff  can  receive  training  by 
attending  sessions  in  the  USA,  but  it  is  more  common  and  more  cost 
effective  for  trainers  from  the  USA  to  come  to  Europe  to  conduct  initial 
sessions. 
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3.6  INTERNAL  AND  EXTERNAL  TRAINING. 

•  Mixing  not  encouraged 

•  Customer  has  priority 

The  mixing  of  customers  and  internal  staff  on  training  courses  is  not 
actively  encouraged  but  does  happen.  Some  internal  staff  will  occasion- 
ally attend  customer  courses,  but  customers  have  priority  for  places.  If  a 
course  is  full,  then  a  staff  member  would  be  removed  to  make  room  for  a 
customer.  The  reverse  is  not  true,  and  customers  would  never  be  allowed 
to  attend  internal  staff  training  courses. 

3.7  MATERIALS  SHIPPED  WITH  PRODUCTS. 

•  No  training  materials  shipped  with  products 

•  Training  considered  chargeable  extra 

No  training  materials  are  normally  shipped  with  products,  as  training  is 
considered  an  extra  item.  One  exception  to  this  is  in  Italy  where  the  local 
branch  has  prepared  a  training  video  which  is  being  shipped  with  a 
particular  product.  This  approach  appears  to  be  popular,  and  other 
branches  are  considering  doing  the  same. 

3.8  USER  TRAINING  AS  A  PROFIT  CENTRE. 

•  Profit  centre 

«  Makes  a  profit 

Customer  product  training  is  considered  as  a  profit  centre  within  Unisys. 
Training  does  make  a  profit,  but  the  figures  were  not  available.  The 
Gaining  fees  which  a  customer  pays  are  cross-charged  to  the  customer 
training  department  as  revenue 

4.  MARKETING  OF  TRAINING. 

4.1  TRAINING  AS  A  DISCRETE  BUSINESS. 

•  Is  a  discrete  business 

•  Currently  being  expanded 

•  Revenue  targets  agreed  with  HQ 

Training  is  considered  as  a  discrete  business  in  its  own  right,  and  the  way 
this  business  is  currently  being  developed  is  under  review.  Training  is  a 
product  and  is  not  bundled  with  hardware  and  software  but  sold  and 
quoted  separately.  The  offerings  on  topics  other  than  Unisys  products  are 
constantly  being  expanded.  Each  branch  agrees  revenue  targets  with  the 
European  headquarters  on  an  annual  basis. 
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4.2  MARKETING  AND  ADVERTISING. 

•  All  staff  responsible  for  selling  training 

•  Some  direct  marketing 

•  No  advertising 

Everyone  in  Unisys  who  comes  in  contact  with  customers  is  responsible 
for  ensuring  that  training  opportunities  are  passed  on  to  the  customer 
training  department.  The  product  sales  staff  does  not  sell  training  but  sells 
the  training  opportunity,  which  is  then  passed  on  for  follow-up.  Some 
direct  marketing  is  used  and  the  larger  branches  have  their  own  full-time 
training  marketing  staff.  The  respondents  would  not  reveal  their  current 
and  future  marketing  policies  for  training,  but  direct  advertising  was  not 
felt  to  be  cost  effective,  as  the  people  targeted  are  existing  or  prospective 
Unisys  customers  who  are  known  to  the  organisation.  " 

4.3  MARKETING  BUDGET^ 

•  Have  own  marketing  budget 

The  budget  for  promotion  and  marketing  of  training  is  controlled  by  the 
training  department.  This  budget  is  totally  separate  from  any  other  mar- 
keting budget  within  the  organisation. 

4.4  MARKETING  SUPPORT. 

•  Central  European  support 

•  US  support  to  European  HQ 

All  support  for  the  European  branches  comes  from  the  headquarters 
group  based  in  the  UK.  There  is  one  person  in  this  group  who  is  respon- 
sible for  customer  training  and  who  assists  the  branches  with  their  mar- 
keting efforts  for  training. 

This  also  involves  the  sharing  of  ideas  or  campaigns  throughout  the 
branches.  This  person,  in  turn,  receives  his  support  from  the  USA  and,  in 
general,  is  pleased  with  the  level  of  assistance  received. 

4.5  MONITORING  TRAINING  QUALITY. 

•  Standard  questionnaire 

•  Callback  planned 

At  present,  the  only  way  in  which  training  quality  is  monitored  within 
Unisys  is  by  use  of  an  end-of-course  questionnaire  which  is  only  exam- 
ined at  a  local  level.  A  system  of  calling  back  trainees  after  a  set  time  is 
planned.  This  will  have  two  functions.  The  first  will  be  to  assess  the 
effectiveness  of  the  training  and  the  second  will  be  an  attempt  to  sell 
further  training  courses  of  a  more  advanced  level. 
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D  

APPLE  COMPUTERS  1.  BACKGROUND. 
PROFILE 

1.1  BUSINESS  SEGMENT. 

•  Desktop  computer  company 

•  Dealer  sales  channel 

•  Turnover  $5  billion 

•  Employs  11,500  worldwide 

The  business  of  Apple  Computers  is  to  sell  its  products  through 
authorised  dealers  worldwide,  and  this  currently  generates  a  revenue  of 
about  $5  billion  per  annum.  The  company  headquarters  is  in  California 
with  a  European  head  office  in  Paris,  France^  The  worldwide  workforce 
is  around  1 1 ,500  people. 

1.2  TRAINING  PURPOSE. 

•  Customers  trained  by  dealers 

®  Apple  trains  customers  only  rarely 

Training  exists  within  Apple  primarily  to  provide  a  training  service  for 
dealers,  and  courses  are  conducted  on  a  variety  of  topics  in  addition  to 
pure  product  training.  These  include  presentation  skills,  sales  manage- 
ment, business  finance  and  general  management  skills  training  at  several 
ievelSo  It  is  felt  that  the  provision  of  these  additional  training  services  is 
key  to  the  success  of  the  company's  sales.  Almost  100%  of  end-user 
training  is  provided  by  the  dealers,  with  only  occasional  user  training 
being  performed  directly  by  Apple,  and  this  being  only  in  special  circum- 
stances. 

1.3  TRAINING  CO  ORDINATION. 

«  No  European  HQ  co-ordination 

•  Centralised  in  USA 

•  USA  develops  initial  dealer  training 

Overall  training  services  are  co-ordinated  through  the  company  head- 
quarters in  Cupertino,  California,  and  this  division  is  headed  up  by  Lee 
Klepinger,  who  is  ex-training  manager  for  Xerox.  There  are  no  official 
international  or  European  training  centres  or  headquarters  and  no  overall 
management  responsibility  for  training  exists  outside  the  USA,  except  on 
a  country=to-country  basis. 
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1.4  TRAINING  RESPONSIBILITY. 

•  All  branches  have  dealer  training  managers 

•  Large  branches  separate  training  departments 

Within  each  country  the  responsibilities  for  training  vary.  As  an  example, 
smaller  countries — and  the  UK  is  one  of  these — have  one  training  man- 
ager who  is  responsible  for  service,  sales  and  marketing  training,  as  well 
as  for  dealer  training.  In  larger  countries  such  as  France,  it  is  the  practice 
to  have  a  separate  training  manager  responsible  for  each  major  function. 

1.5  TRAINING  MANAGERS. 

•  Approximately  20  dealer  training  managers  in  Europe 
«  Quarterly  training  meetings 

Networking  between  training  managers  appears  to  be  well  organised  with 
both  a  sophisticated  electronic  transfer  system  and  regular  meetings. 
European  training  managers  meet  four  times  per  year  and,  in  addition, 
there  are  worldwide  training  manager's  meetings  twice  per  year  in  vari- 
ous locations.  Approximately  40  managers  are  responsible  for  dealer 
training  throughout  the  world  (half  in  Europe),  and  these  managers  are  all 
well-known  to  each  other. 

2.  DEVELOPMENT  OF  THE  TRAINING  PRODUCT 

2.1  TIMING  OF  TRAINING  INVOLVEMENT. 

•  Training  involved  at  product  design  stage 

•  US  training  group  only 

When  new  products  are  in  preparation,  the  training  division  is  involved 
with  the  product  development  team  from  the  outset  to  ensure  that  materi- 
als are  available  for  product  launches,  which  are  carried  out  on  a  world- 
wide basiSo  Individual  country  training  departments  are  not  involved  at 
this  stage,  and  they  normally  receive  packages  of  training  material  di- 
rectly from  the  USA  several  weeks  before  a  product  is  launched. 

2.2  HUMAN  FACTORS  PHILOSOPHY. 

•  Incorporate  learning  tools  in  system 

•  Product  development  responsible 

•  Published  standards 

At  the  design  stage,  human  factors  issues,  such  as  user  interface  and  help 
programs,  are  decided  upon  by  the  product  development  group.  The 
philosophy,  however,  is  to  try  to  incorporate  as  many  learning  tools  and 
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aids  into  new  systems  as  is  possible.  Apple  does  in  fact  publish  books 
which  define  standards  and  layouts  for  both  user  interfaces  and  training 
materials.  Any  external  supplier  of  materials  or  software  products  must 
conform  to  these  standards. 

2 J  USER  DOCUMENTATION. 

•  Written  by  product  development 

•  No  training  involvement 

•  Perceived  to  lack  synergy 

User  documentation  is  not  normally  prepared  with  input  from  training 
staff,  and  this  is  felt  to  be  a  weakness,  as  it  does  not  allow  a  proper 
synergy  to  be  built  up  between  the  user  interface,  documentation  and 
training  materials  from  the  outset.  This  perhaps  means  that  training 
materials  tend  to  follow  user  documentation.  The  Apple  philosophy  that 
"the  need  for  training  is  a  symptom  of  poor  product  design"  is  reflected 
in  the  fact  that  most  user  documentation  sits  on  the  shelf  and  is  seldom 
reado  Perhaps  the  degree  of  user  friendliness  means  that  users  are  missing 
out  on  some  important  features  by  not  having  to  read  the  manuals. 

2c4  TRAINING  MATERIALS. 

•  Dealer  training  mainly  from  USA 
®  Some  local  preparation 

•  Software  shells  and  scripts  made  available 

Training  material  is  prepared  solely  by  the  training  department,  and  the 
majority  of  this  material  originates  in  the  USA,  with  a  very  small  fraction 
coming  from  the  international  headquarters  in  Paris.  Due  to  local  differ- 
ences, individual  offices  develop  their  own  materials  for  dealer  training, 
and  this  is  prepared  on  Apple  equipment.  To  assist  branches  in  these 
efforts,  the  head  office  in  the  USA  makes  available  scripts  and  software 
shells.  This  simplifies  the  customisation  of  training  materials  while 
maintaining  a  standard  format  in  the  way  learning  takes  place.  Although 
guidelines  are  set  down  for  both  layout  and  vocabulary  content,  these  are 
not  always  adhered  to,  and  countries  tend  to  develop  their  own  style. 

2.5  MATERIAL  TRANSLATION. 

»  No  central  translation 

•  All  performed  by  branches 

•  Some  co=operation  among  common  languages 

No  central  facility  exists  for  translation  of  training  materials,  and  this  is 
the  responsibility  of  each  individual  branch  that  passes  translated  materi- 
als on  to  the  dealers.  Some  co-operation  does  exist  between  countries 
with  common  languages,  such  that  Spanish  translations  are  used  both  in 
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Spain  and  South  America,  and  Flemish  translations  can  be  used  in  both 
Belgium  and  parts  of  the  Netherlands. 

2.6  WRITING  STANDARDISATION. 

•  Localisation  of  standards 

•  No  worldwide  standards 

Hard  and  fast  rules  are  not  apparently  applied  to  style  of  material,  and 
this  is  probably  good,  as  training  has  to  be  customer  driven.  The  need  to 
have  localisation  as  opposed  to  economies  of  scale  is  appreciated  and, 
although  no  worldwide  consistency  exists  for  training  materials,  there  is 
consistency  within  each  particular  country. 

2.7  EXCHANGE  OF  MATERIALS. 

•  Local  exchange  encouraged 

•  Use  of  product  fairs 

The  interchange  of  materials  from  country  to  country  within  Apple  is 
good,  and  this  is  encouraged  by  regular  product  fairs  where  each 
country's  training  materials  are  exchanged  and  discussed. 

2.8  COUNTRY  CONSIDERATIONS  IN  PREPARATION  OF 
MATERIALS. 

•  US  dominant 

•  Local  needs  considered 

•  International  liaison  personnel 

The  USA  tries  to  take  country  needs  into  account  when  preparing  training 
materials,  but  this  is  not  always  possible  due  to  the  size  of  the  US  market 
in  comparison  with  any  other  individual  market.  To  help  in  this  area, 
international  liaison  personnel  exist  within  the  US  training  development 
group.  This  staff  is  funded  by  both  the  European  and  Pacific  areas  and 
input  requirements  from  around  the  world. 

2.9  CUSTOMER  FEEDBACK  ON  DOCUMENTATION. 

•  Fed  back  via  dealers 

»  Local  documentation  produced 

Dealers  are  all  provided  with  standard  training  material  and  constantly 
feed  back  their  customer's  requirements  via  the  main  Apple  offices. 
While  each  individual  requirement  cannot  be  considered,  branches  do 
produce  nonstandard  packages  to  suit  local  dealers'  specific  demands. 
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2el0  MEDIA  USED  FOR  TRAINING  MATERIALS. 

•  Most  media  used 

•  CD  ROM  and  CD  audio  used 

Because  of  the  vast  differences  in  requirements,  Apple  provides  training 
materials  on  several  different  media.  These  include  written  material, 
audio  cassettes,  video  cassettes,  laser  video  discs,  both  CD  ROM  and  CD 
audio  disks  and  software-based  self-paced  and  interactive  program  disks 
for  their  own  computers.  This  material  is  used  in  different  ways  by 
different  dealers  depending  on  their  customers. 

3  TRAINING  DELIVERY 

3el  RELATIONSHIP  BETWEEN  DEVELOPERS  AND  TRAIN- 
ERS. 

•  Developers  do  not  train 

•  Heavy  reliance  on  third-party  trainers 

End-user  training  is  not  conducted  by  Apple  at  all.  The  groups  who 
develop  the  materials  may  train  some  of  Apple's  own  trainers  but  will 
never  train  end  users.  Each  individual  dealer  is  responsible  for  its  own 
end-user  training  using  materials  developed  by  Apple.  Apple  sometimes 
uses  external  trainers  to  train  dealers,  but  again,  these  are  not  the  people 
who  would  develop  training. 

3.2  AVAILABILITY  OF  USER  TRAINING. 

•  Available  worldwide 

•  Only  from  authorised  dealers 

Although  user  training  is  available  throughout  the  world,  it  is  not  nor- 
mally available  from  Apple,  but  only  from  authorised  Apple  dealers  who 
have  been  trained  on  the  use  of  the  training  materials. 

33  TRAINING  LOCATIONS. 

•  Most  at  dealer  premises 

•  Some  at  customer  sites 

The  location  of  training  sessions  which  are  conducted  by  or  on  behalf  of 
Apple  varies.  Dealer  training,  for  example,  will  be  held  either  on 
Applets  premises  or  at  various  convenient  locations  throughout  a  coun- 
try.  These  would  usually  be  hotels.  User  training  will  normally  take 
place  on  dealer  premises,  but  on  site  courses  on  customers  premises,  are 
arranged.  This  is  entirely  the  responsibility  of  the  dealer  and  is  not 
controlled  by  Apple. 
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3.4  BACKGROUND  OF  TRAINERS. 

•  Use  freelance  trainers 

•  Specialists  or  ex-employees 

The  people  who  actually  perform  dealer  training  are  not  all  employed  on 
a  full-time  basis  by  Apple,  but  those  who  are  employees  are  dedicated  to 
the  training  department  but  not  necessarily  dedicated  to  performing  actual 
training.  Apple  uses  a  large  number  of  trainers  who  work  on  a  freelance 
basis  to  train  dealers.  These  are  normally  ex-employees  or  specialists 
who  are  commercially  aware  and  have  in-depth  content  knowledge  of  the 
products.  Only  major  dealers  will  normally  employ  full-time  trainers,  and 
again,  the  dealers  use  third-parties  to  perform  some  of  the  end-user 
training. 

3.5  TRAINER  TRAINING^ 

•  Train  the  trainers  conducted  by  Apple 

•  Dealers  pay 

•  Special  fund  for  cost  recovery 

The  trainers  responsible  for  dealer  training  receive  their  training  by 
attending  train- the- trainer  courses  run  by  Apple  at  no  cost  to  the  trainers 
themselves.  Dealers  are,  however,  charged  for  their  own  training  but  can 
reclaim  the  cost  through  a  special  fund. 

3.6  INTERNAL  AND  EXTERNAL  TRAINING. 

•  No  mixing  occurs 

•  Different  objectives 

•  Similar  materials  used 

Internal  and  external  training  programmes  are  run  totally  independently 
of  each  other.  Although  similar  materials  are  used,  the  courses  have 
different  objectives.  At  no  time  are  courses  ever  mixed,  even  to  the  extent 
of  keeping  dealer  and  internal  staff  training  totally  separate.  No  Apple 
courses  are  run  with  end  users  in  attendance. 

3J  MATERIALS  SHIPPED  WITH  PRODUCTS. 

«  No  training  materials  shipped 

•  Training  embodied  in  manuals 

Although  dedicated  training  material  is  not  shipped  with  the  product,  the 
user  documentation  is  of  a  design  that  embodies  self -paced  training 
sessions  within  the  manuals  and  the  system  software.  A  wide  variety  of 
training  material  is  made  available  for  sale  to  end  users  via  the  dealer 
network  in  the  wide  variety  of  media  previously  discussed.  This  material 
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is  offered  at  various  levels  of  complexity,  from  basic  introductory  pack- 
ages through  the  audio  cassette-based  Mac  learning  service,  to  packages 
which  will  assist  not  only  dealers  but  also  commercial  companies  and 
educational  institutions,  such  as  universities,  to  develop  their  own  train- 
ing programmes. 

3.8  USERTRAINING  AS  A  PROFIT  CENTRE. 

•  Not  profitable  for  HQ 

•  30-35%  of  costs  recovered 

•  Head  office  funds  development 

From  a  budgetary  point  of  view,  dealer  training  is  considered  as  a  profit 
centre  in  so  far  as  it  has  a  revenue  budget  which  is  set  at  the  local  level 
within  each  country.  No  profit  is,  however,  made  out  of  dealer  training, 
and  it  is  estimated  that  revenues  cover  only  30-35%  of  total  costs.  Each 
branch  office  has  to  pay  for  training  materials  received  from  the  USA, 
but  this  is  only  charged  out  at  cost.  The  head  office  funds  the  total 
development  of  these  training  packages  and  sometimes  funds  the  local 
development  of  training  packages  in  other  countries.  It  is  interesting  to 
note  that  Apple  in  the  UK  uses  outside  organisations  to  help  develop 
some  of  its  dealer  training  packages. 

4c  MARKETING  OF  TRAINING 

4.1  TRAINING  AS  A  DISCRETE  BUSINESS. 

•  Not  considered  a  business  by  Apple 

•  It  is  a  business  for  the  dealers 

Although  not  a  business  in  its  own  right  within  Apple  (they  do  not 
perform  end-user  training),  training  is  considered  as  a  central  part  of  the 
product  offering.  Training  is  considered  as  a  business  by  the  dealer 
network,  which  can  gross  large  revenues  from  training.  As  their  over- 
heads are  much  lower  than  those  of  Apple,  a  considerable  profit  can  be 
made  from  offering  training  to  end  users  as  a  separate  product.  In  the 
words  of  Apple,  "dealers  are  responsible  for  the  total  end-user  experi- 
ence"e 

4.2  MARKETING  AND  ADVERTISING. 

•  Training  booklet  produced 

•  Use  telesales 

•  Electronic  marketing 

The  marketing  of  dealer  training  is  achieved  in  several  ways.  In  addition 
to  producing  a  training  programme  booklet,  all  dealers  are  linked  to  the 
electronic  network  where  they  can  go  on-line  to  view  availability  of 
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training  and  also  to  book  space  directly  on  courses.  Apple  also  publishes 
dealer  training  details  on  CD  format  which  is  distributed  to  dealers  every 
three  months.  In  addition,  an  external  telesales  company  is  employed  to 
call  dealers  on  a  regular  basis  to  sell  training.  Apple's  own  marketing 
staff  and  regional  managers  are  also  responsible  for  selling  training  to 
dealers,  and  members  of  the  training  staff  also  go  out  in  the  field  to  sell 
training  to  dealers. 

4.3  MARKETING  BUDGETe 

*  Training  marketing  budget 

*  Joint  campaigns  with  dealers 

*  30%  of  latest  material  dedicated  to  training 

The  training  department  has  its  own  budget  for  marketing  dealer  training, 
and  although  the  dealers  are  responsible  for  marketing  training  to  end 
users,  Apple  participates  in  joint  training  marketing  campaigns.  As  an 
example  of  promotional  material,  the  latest  marketing  brochure  has 
approximately  30%  of  its  content  dedicated  to  dealer  training. 

4.4  MARKETING  SUPPORT. 

*  Support  from  local  offices 

*  US  support  for  materials 
«>  No  European  HQ 

Sales  and  marketing  receive  most  of  their  support  from  their  local  office, 
but  some  marketing  materials  such  as  videos  are  brought  over  from  the 
USA  and  modified  for  local  use  by  the  branch  offices.  Like  training  itself, 
there  is  no  central  dealer  training  marketing  organisation  for  Europe  or 
international. 

4.5  MONITORING  TRAINING  QUALITY. 

®  No  centralised  user  training  quality  monitoring 
«  Standard  questionnaire 

*  Local  analysis  by  computer 

Training  quality  is  monitored  by  each  individual  office  via  the  dealer 
network,  and  there  does  not  appear  to  be  any  centralised  centre  for  train- 
ing quality  control  This  is  perhaps  a  result  of  each  office  being  respon- 
sible for  its  own  dealer  training  or  the  fact  that  training  programmes  are 
so  different  from  country  to  country  that  it  would  be  impossible  to  derive 
any  real  benefit  from  central  analysis.  As  is  common  with  most 
organisations,  a  training  evaluation  sheet  is  completed  after  each  training 
session  and  the  results  analysed  locally  by  computer  to  attempt  to  identify 
trends.  In  addition,  an  outside  market  research  company  telephones  a 
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percentage  of  both  dealers  and  the  end  users  they  have  trained  some  time 
after  attending  a  training  session.  This  is  to  determine  the  level  of  user 
satisfaction,  and  the  results  would  probably  differ  from  those  expressed 
on  the  questionnaire  completed  immediately  after  training.  As  a  guaran- 
tee of  quality,  but  mainly  as  a  way  of  further  investigation,  dealers  and 
end  users  are  offered  refunds  or  free  retraining  if  for  valid  reasons  they 
are  dissatisfied  with  the  standard  of  training  they  receive. 


•  Copiers  and  office  products 

•  Segmented  by  division 

•  Turnover  $9.8  billion 

•  Employs  42,000  worldwide 

Canon  is  a  niche  organisation  whose  products  range  from  photocopiers 
and  personal  computers  to  photographic  products  such  as  cameras.  The 
various  divisions  of  Canon  are  individually  managed  in  each  country, 
and  selling  methods  include  their  own  sales  forces  and  dealer  networks. 
The  company  headquarters  are  in  Tokyo,  Japan,  with  European  manufac- 
turing taking  place  in  Germany.  The  turnover  of  Canon  is  around  $9.8 
billion  per  annum  (1989),  and  the  company  employs  over  42,000  staff 
worldwide. 

1.2  TRAINING  PURPOSE. 

•  User  training  on  copy  products 

•  No  training  philosophy 

•  Fragmented  procedures 

The  purpose  of  customer  training  in  Canon  copy  products  is  solely  to 
educate  users  in  the  use  of  Canon  products,  and  no  other  training  is 
offered.  All  training  on  Canon  products  is  performed  by  Canon  staff  or 
by  staff  employed  by  authorised  dealers.  This  profile  focuses  on  the 
training  services  offered  by  the  reprographics  division  as  computer 
products  training  is  provided  exclusively  through  dealers. 
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1.  BACKGROUND. 


1.1  BUSINESS  SEGMENT. 


Ie3  TRAINING  CO-ORDINATION. 


•  No  centralised  training  anywhere 

•  Training  managers  part  of  marketing 

•  No  development  of  training  materials 
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No  national  or  international  training  departments  exist  in  Canon  Europe. 
Each  region  within  each  country  has  its  own  training  officers  who  for- 
merly reported  to  field  service  but  now  report  to  marketing.  No  training 
development  exists  at  all  in  Canon  except  for  individual  regions  where 
training  is  carried  out  to  suit  local  circumstances. 

1.4  TRAINING  RESPONSIBILITY. 

•  No  official  training  managers 

•  Each  region  separated 

•  Training  is  marketing  support  activity 

Within  Canon  there  is  no  clear  responsibility  for  customer  training. 
Training  is  purely  used  as  a  marketing  tool,  and  as  such,  the  people  who 
organise  and  provide  training  are  part  of  marketing  and  have  other  re- 
sponsibilities such  as  product  comparisons  with  competition  and  product 
training  for  sales  staff. 

No  training  managers  exist  anywhere  in  the  local  organisations,  and  all 
training  staff  report  to  their  local  regional  manager  except  for  a  few  staff 
who  train  national  account  customers.  In  the  UK  there  are  25-30  regional 
trainers  and  8-10  national  trainers. 

1.5  TRAINING  MANAGERSo 

•  No  customer  training  managers 

•  No  training  meetings 

As  previously  outlined,  there  are  no  training  managers  except  for  sales 
and  management  training,  and  therefore  no  training  meetings  occur. 

2.  DEVELOPMENT  OF  THE  TRAINING  PRODUCT. 

2el  TIMING  OF  TRAINING  INVOLVEMENT. 

•  No  involvement  of  training  during  product  development 

•  Training  occurs  close  to  launch 

The  Canon  training  staff  does  not  get  involved  in  developing  training 
until  a  product  is  ready  for  launch.  This  is  designed  to  preserve  product 
confidentiality.  Before  a  product  is  launched  in  Europe,  it  could  have 
been  on  the  Japanese  market  for  up  to  two  years. 

European  staff  normally  receives  informal  training  ft-om  engineers  who 
would  attend  field  training  in  Japan  up  to  six  months  before  a  product  is 
launched  in  their  own  country. 
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2.2  HUMAN  FACTORS  PHILOSOPHY. 

•  No  apparent  policy 

•  Controlled  by  Japan 

There  appears  to  be  an  effort  to  ensure  synergy  between  user  interfaces 
and  user  documentation,  although  no  policy  is  apparent.  Training  materi- 
als as  such  do  not  exist  except  for  the  odd  locally  produced  handout  The 
philosophy  is  to  make  the  user  manuals  comprehensive  enough  not  to 
require  any  further  documentation.  Any  philosophy  which  does  exist  on 
synergy  is  tightly  controlled  by  Japan,  with  no  input  from  the  branch 
offices. 

2.3  USER  DOCUMENTATION. 

•  Written  by  product  development 

•  No  branch  office  involvement 

•  No  customer  involvement 

User  documentation  is  developed  by  the  development  group  in  Japan 
which  develops  the  products. 

There  is  no  involvement  or  input  from  the  branch  offices,  and  customers 
do  not  get  involved  in  the  development  of  documentation.  The  style  of 
user  documentation  is  very  pictorial  in  nature,  and  manuals  for  succes= 
sive  products  are  based  on  existing  formats  to  ease  the  learning  process 
for  customers  who  are  "trading  up"  equipment. 

2.4  TRAINING  MATERIALS. 

•  No  formal  materials  developed 

•  Train  from  user  manuals 

«  Trainer  may  develop  own  materials 

Training  materials  do  not  exist  within  the  copy  division  of  Canon.  All 
training  is  based  round  the  operator's  manual  for  each  product,  and  as 
such,  this  can  also  be  considered  as  the  training  manual. 

2.5  MATERIAL  TRANSLATION. 

•  Central  translation  of  documentation 

•  None  performed  in  branches 

There  is  a  central  facility  within  Canon  Europe  for  performing  translation 
of  user  infonnation.  This  is  situated  in  Amsterdam,  and  this  is  also  where 
ail  documentation  is  printed.  Each  country  is  sent  a  proof  of  all  material 
for  their  market  for  correction  before  printing.  These  proofs  are  reviewed 
by  marketing  for  correctness,  but  no  input  on  content  is  encouraged. 
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Translations  and  printing  are  always  carried  out  before  a  product  is 
launched  in  a  particular  country. 

2.6  WRITING  STANDARDISATION. 

•  No  written  standards  known 

No  standards  are  known  of  which  are  adopted  when  writing  manuals,  but 
as  stated  above,  a  pictorial  approach  is  adopted  in  composing  documenta- 
tiono 

IJ  EXCHANGE  OF  MATERIALS. 

®  No  local  exchange 

As  no  formal  training  materials  exist,  there  is  no  need  for  any  exchange 
of  information.  Informal  exchanges  on  features  training  do  occur  when 
trainers  meet  on  an  informal  basis,  but  there  are  no  written  records  of 
this. 

2.8  COUNTRY  CONSIDERATIONS  IN  PREPARATION  OF 
MATERIALS. 

•  No  country  consideration 
®  High  use  of  graphics 

•  Text  kept  mimimal 

No  individual  country  needs  are  taken  into  consideration  when  preparing 
user  documentation.  Generic  user  manuals  are  produced  which  contain  a 
high  percentage  of  drawings  and  diagrams.  This  reduces  text  and  there- 
fore makes  the  translation  task  simpler. 

2.9  CUSTOMER  FEEDBACK  ON  DOCUMENTATION. 

•  No  feedback  sheets  in  documentation 

•  Informal  feedback  process 

Canon  manuals  do  not  contain  tear-off  sheets  for  comments,  and  com- 
ments are  passed  verbally  via  the  customer  trainers  or  sales  staff  to 
regional  marketing  and  then  to  country  marketing  for  further  review. 
Those  comments  which  refer  to  actual  errors  in  the  documentation  are 
passed  to  Amsterdam  for  correction  in  future  editions.  Very  few,  if  any, 
comments  are  received  on  actual  document  content  or  style. 

2.10  MEDIA  USED  FOR  TRAINING  MATERIALS. 

•  Operator  manuals  only 

•  Occasional  handouts 
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The  only  media  used  for  training  is  the  printed  operator's  manual.  This  is 
sometimes  supplemented  by  photocopied  handouts.  A  monthly  news- 
sheet  is  also  produced  which  contains  some  hints  and  tips  on  operating 
features  of  equipment,  and  this  is  sometimes  used  as  a  training  aid. 

3.  TRAINING  DELIVERY. 

3.1  RELATIONSHIP  BETWEEN  DEVELOPERS  AND  TRAIN- 
ERS. 

•  Trainers  are  developers 

•  No  formal  course  development  exists 

All  training  staff  develop  their  own  training  techniques  and  programmes, 
as  there  is  no  formal  course  development  within  Canon.  In  this  sense,  it 
can  be  said  that  the  people  who  develop  the  training  are  the  ones  who 
deliver  it. 

3.2  AVAILABILITY  OF  USER  TRAINING. 

•  Unlimited  user  training  available 

•  Some  from  Canon,  some  from  dealers 

•  Informal^  free  training  only 

User  training  is  available  worldwide  from  Canon  on  all  copy  products. 
This  is  partly  given  by  Canon  staff  but  can  be  given  by  authorised  deal- 
ers. Canon  has  a  policy  of  giving  users  as  much  training  as  they  require, 
ft^e  of  charge,  and  this  also  applies  to  repeat  training  of  customer's 
existing  staff  or  training  of  customer's  new  staff. 

33  TRAINING  LOCATIONS. 

«  95%  customer  site 

•  Can  be  done  in-house 
®  No  dedicated  facilities 

In  excess  of  95%  of  training  is  conducted  on  customer  premises  after  an 
installation  takes  place.  Note  that  Canon  provides  installation  on  all  copy 
products  no  matter  the  size.  Courses  are  also  conducted  on  Canon  pre- 
mises, although  no  dedicated  training  facilities  exist.  Regional  office 
■showrooms  are  used  for  such  courses,  as  each  office  contains  a  complete 
range  of  equipment.  In-house  courses  are  mainly  on  larger  pieces  of 
equipment  or  for  customers  with  a  heavy  workload  who  cannot  afford 
their  own  equipment  to  be  out  of  service  for  a  day  to  conduct  training  at 
their  own  premises. 
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3.4  BACKGROUND  OF  TRAINERS. 

•  No  dedicated  trainers 

•  Varied  backgrounds 

Canon  trainers  are  not  dedicated  instructors  and  have  several  other  tasks, 
being  part  of  the  marketing  group.  They  are  also  involved  in  equipment 
demonstrations  for  potential  customers  and  as  PR  staff  for  existing 
customers.  An  attempt  is  made  to  visit  large  key  accounts  once  per 
month. 

The  trainers  usually  come  from  external  sources  and  most  will  have  a 
secretarial  background,  although  this  is  not  a  requirement.  Canon  relies 
more  on  aptitude  than  previous  experience  with  office  products. 

3.5  TRAINER  TRAINING. 

•  Conducted  informally 

•  Generic  skills  training 

Trainers  in  Canon  receive  their  training  in  several  ways.  When  a  new 
product  is  launched,  all  training  staff  in  an  area  will  be  invited  to  a  prod- 
uct appreciation  seminar.  This  is  not  a  formal  train-the-trainers  course, 
but  is  designed  to  pass  on  enough  information  to  enable  trainers  to  de- 
velop their  own  programmes.  These  sessions  are  run  by  the  product 
training  staff  from  marketing. 

Any  new  members  of  staff  will  normally  receive  their  product  training 
from  the  marketing  product  training  staff  and  most  of  this  will  be  on  the 
job  training  at  customer  sites.  In  the  UK,  Canon  has  a  management 
training  centre  where  staff,  such  as  customer  trainers,  receive  generic 
skills  on  such  topics  as  presentation  skills  and  effective  communications. 

For  training  staff,  a  special  two  day  course  is  run  entitled  "Train  The 
Trainers",  and  this  is  aimed  at  teaching  basic  training  techniques  and  is 
not  product  orientated. 

3.6  INTERNAL  AND  EXTERNAL  TRAINING. 

«  Informal  mixing  takes  place 

•  Sales,  customers  and  trainers 

The  mixing  of  customers  and  internal  sales  and  training  staff  on  training 
sessions  takes  place,  although  only  on  an  informal  basis.  Attendees  at 
training  sessions  can  be  a  mix  of  customers,  trainers,  marketing  and  sales 
staff. 


YEOEB 


75 


CUSTOMER  EDUCATION— RANK  XEROX,  1990 


INPUT 


3.7  MATERIALS  SHIPPED  WITH  PRODUCTS. 

•  Operator's  manual  only 

The  only  documentation  shipped  with  a  product  is  the  operator's  manual. 
This  is  not  packed  with  the  equipment,  but  is  part  of  the  start-up  kit  given 
to  each  customer.  Start=up  kits  are  put  together  by  each  branch  office  and 
can  therefore  be  customised  to  suit  local  markets.  No  training  packages 
are  available  as  options  to  users. 

3c8  USER  TRAINING  AS  A  PROFIT  CENTRE. 

•  Pure  cost  centre 

•  Marketing  cost  of  sales 

Customer  product  training  is  not  considered  as  a  profit  centre  within 
Canon.  All  training  activities  are  part  of  marketing  and  are  treated  as  a 
cost  of  sales.  Costs  for  training  are  not  analysed  separately  or  cross- 
charged  to  any  other  part  of  the  organisation. 

4.  MARKETING  OF  TRAINING. 

4.1  TRAINING  AS  A  DISCRETE  BUSINESS. 

®  Is  not  a  business 

•  No  revenue  generated 

Training  is  not  considered  as  a  business,  and  no  one  is  encouraged  to 
offer  training  for  sale.  All  training  given  is  free  of  charge  no  matter  how 
many  visits  are  made  to  a  customer  or  over  how  long  a  period.  As  an 
example,  some  customers  with  five-year-old  equipment  still  request  and 
receive  free  training  for  new  staff. 

4.2  MARKETING  AND  ADVERTISING. 

•  No  formal  training  programmes 

•  Nothing  to  advertise 

No  training  schedules  are  published,  as  courses  are  not  held  on  a  pre- 
programmed basis.  Each  course  is  organised  as  and  when  a  customer 
requires  it,  and  usually  courses  are  for  individual  customers  and  not  for 
groups.  No  advertising  of  training  is  carried  out. 
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4.3  MARKETING  BUDGET. 

•  No  budget 

As  training  is  not  actively  advertised  or  marketed,  there  is  no  requirement 
for  a  budget.  All  costs  associated  with  training  are  allocated  to  marketing. 

4.4  MARKETING  SUPPORT. 

•  No  marketing  support 

As  no  marketing  occurs,  no  support  is  required. 

4.5  MONITORING  TRAINING  QUALITY. 

•  No  official  feedback 

•  Informal  via  PR  visits 

There  is  no  mechanism  within  Canon  for  monitoring  the  quality  of 
training,  and  any  feedback  comes  informally  from  PR  visits  made  by 
trainers.  This  lack  of  feedback  is  reflected  in  the  fact  that  trainers  may 
visit  one  customer  several  times  to  achieve  the  correct  level  of  training. 


lei      BUSINESS  SEGMENT 

•  Rank  Xerox  is  European  arm  is  Xerox  Corporation 

•  Office  products  (copiers/duplicators  and  office  systems) 

•  Turnover  $17.  6  billion 

•  111,400  employees  worldwide 

Rank  Xerox  is  the  European  arm  of  Xerox  Corporation.  The  company's 
office  products  lines  include  copiers/duplicators,  electronic  printing, 
electronic  publishing,  workstations,  networks  and  facsimile  machines. 
Worldwide  turnover  is  approximately  $17.6  billion  and  worldwide  staff 
number  1 1 1,400.  Xerox  products  are  sold  through  its  direct  sales  force, 
dealers  and  distributors.  Xerox  corporate  headquarters  is  in  Stamford, 
Connecticut,  with  Rank  Xerox  Ltd.  headquarters  in  Marlow,  outside  of 
London. 

12      TRAINING  PURPOSE 

•  Customer  satisfaction 

•  Customer  self-sufficiency 

•  Revenue 


F 


RANK  XEROX 
PROFILE 


1. 


BACKGROUND 


YECEB 


77 


CUSTOMER  EDUCATION— RANK  XEROX.  1990 


INPUT 


Customer  training  in  Rank  Xerox  has  two  major  goals:  customer  satis- 
faction and  customer  self-sufficiency.  To  these  primary  goals  has  been 
added  another  objective  of  creating  a  support  revenue  stream  from 
customer  training  activities. 

13      TRAINING  CO-ORDINATION 

•  European  co-ordination  from  headquarters  in  Marlow,  UK 

•  Liaison  with  local  Customer  Education  managers 

•  Liaison  with  US-based  development  community 

European  Gaining  activities  for  all  product  lines  are  co-ordinated  by  a 
small  staff  at  IHQ,  in  Marlow,  UK.  This  staff  includes  a  European 
customer  training  manager  whose  job  it  is  to  liaise  with  US  development 
groups  and  local  European  country  customer  training  managers. 

Those  elements  of  customer  training  which  are  shipped  with  the  product 
(e.g.  elements  of  customer  training  which  are  incremental  to  this,  (such 
as  classroom  courses)  are  developed  by  each  country  independently, 
although  some  US  materials  are  also  made  available  in  Europe. 

1.4      TRAINING  RESPONSIBILITY 

•  Documentation  developed  by  product  teams 

®  Classroom  materials  developed  by  each  country 

The  product  development  groups  are  assigned  a  team  of  documentation 
and  training  specialists  to  support  the  customer  learning  needs  of  their 
programme.  These  teams  work  on  a  multinational  basis,  although  they 
are  primarily  responsive  to  the  needs  of  the  US  domestic  market. 

The  classroom  training  materials  are  developed  for  each  country  inde- 
pendently, although  an  initiative  is  now  underway  to  co-ordinate  these 
activities  internationally  to  reduce  redundant  training  development. 

IJ      TRAINING  MANAGERS 

®  No  worldwide  customer  training  responsibility 

•  European  co-ordination  from  HQ  in  Marlow,  UK 

•  Local  European  country  customer  training  managers 

There  is  no  one  with  worldwide  responsibility  for  customer  training  in 
any  product  area. 

There  is  a  European  Customer  Education  Manager  at  IHQ  in  Marlow, 
UK,  who  co-ordinates  activities  among  the  European  operations.  This 
comprises  quarterly  meetings,  frequent  information  mailings  and  require- 
ments collecting  activities  regarding  future  products. 
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Each  European  country  has  appointed  an  individual  with  responsibility 
for  managing  customer  training  activities  at  the  local  level.  This  indi- 
vidual usually  has  set  revenue  and  business  targets  as  well  as  training 
support  responsibilities. 

2.  DEVELOPMENT  OF  THE  TRAINING  PRODUCT 
2.1      TIMING  OF  TRAINING  INVOLVEMENT 

•  Training  involved  at  product  development  stage 

•  Earlier  involvement  sought 

•  European  involvement  too  late  to  affect  development 

Although  the  US  training  community  is  involved  prior  to  product  launch, 
there  is  a  widespread  feeling  that  their  involvement  is  not  early  enough  to 
influence  product  design  features  such  as  on-Une  help  and  user  interfaces. 

By  the  time  the  European  customer  training  community  becomes  in- 
volved, corporatewide  customer  training  development  activities  are 
virtually  completed,  so  there  is  little  choice  except  for  each  local  operat- 
ing company  to  redevelop  any  materials  that  are  not  appropriate  to  their 
needs. 

12  HUMAN  FACTORS  PHILOSOPHY 

•  Documented  standards  for  human  factors  philosophy 

•  Not  integrated  with  other  customer  training  functions 

There  are  documents  and  comprehensive  Xerox  approaches  to  human 
factors  considerations  in  product  design.  However,  these  are  not  co- 
ordinated with  the  product  documentation  and  the  customer  training 
functions  before  they  are  implemented. 

13  USER  DOCUMENTATION 

•  Multinational  documentation  standards  for  vocabulary  and  format 

•  Local  supplementary  materials  not  standardised 

•  Customer  involvement  in  user  tests  before  launch 

Shipped- with-product  user  documentation  is  developed  by  a  team  of 
documentation  specialists  who  are  assigned  to  each  product  development 
group.  This  documentation  must  adhere  to  a  set  of  multinational  stan- 
dards both  in  vocabulary  and  in  format. 

Additional  documentation  may  be  created  for  each  domestic  operating 
company  by  its  own  customer  training  or  technical  staffs.  These  supple- 
mental materials  may  or  may  not  conform  to  multinational  standards. 
Customers  are  almost  always  involved  in  user's  tests  for  both  documenta- 
tion and  training  materials  before  these  are  put  into  distribution. 
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2.4      TRAINING  MATERIALS 

•  No  multinational  supplier  of  classroom  materials 

•  Each  country  creates  own  classroom  materials 

•  Exception:  copier/duplicator  training 

•  Materials  are  multinational 

Classroom  and  customer  site  training  materials  are  created  by  the  local 
Rank  Xerox  customer  training  groups,  with  some  informal  sharing  of  US 
materials  around  the  worldo  An  exception  to  this  practice  is  found  in  the 
copier/duplicator  business  where  training  materials  are  created  for 
international  use,  although  these  primarily  meet  the  needs  of  the  US 
market. 

Larger  European  countries  develop  almost  all  of  their  own  customer 
training  materials  (UK,  France  and  Germany),  whilst  smaller  countries 
may  use  US  material  if  this  is  made  available  to  them. 

2 J      MATERIALS  TRANSLATION 

•  Centralised  translation  services  available 

•  Automated  translation  systems  used 

Centralised  translation  services  both  in  the  US  and  the  UK  support  the 
translation  of  user  documentation  and  some  customer  training  materials 
in  all  major  European  languages.  Depending  on  the  complexity  of  the 
material  and  the  market  requirements,  a  decision  is  made  as  to  how  much 
of  the  documentation  and  training  materials  for  any  one  product  will  be 
translated.  The  Rank  Xerox  translation  systems  used  for  documentation 
are  automated  and  are  considered  state-of-the-art. 

2,6      WRITING  STANDARDISATION 

•  Corporatewide  design  standards 

•  Multinational  documentation  standards 

The  vocabulary,  style,  format,  layout  and  production  of  user  documenta- 
tion are  controlled  by  corporatewide  standardSo  Obviously,  these  multi- 
national standards  do  not  apply  to  the  customer  training  materials  which 
are  created  independently  for  each  local  operating  company,  although  in 
several  cases,  a  set  of  local  standards  have  also  been  developed. 

IJ      EXCHANGE  OF  MATERIALS 

•  No  formal  mechanism  for  sharing  materials 

•  European  HQ  acts  as  liaison  for  informal  sharing  of  materials 
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In  addition  to  the  user  documentation,  which  is  of  course  available 
multinationally,  some  customer  training  materials  developed  by  Xerox 
for  US  use  are  also  made  available  in  Rank  Xerox. 

Further  informal  communication  among  European  customer  training 
groups  supports  the  exchange  of  materials  within  Rank  Xerox,  especially 
among  countries  with  shared  languages. 

2.8      COUNTRY  CONSIDERATIONS  IN  PREPARATION  OF 
MATERIALS 

•  US  considerations  predominate  for  all  materials 

•  Documentation  obliged  to  be  multinational 

•  Classroom  materials  for  local  use  only 

All  Xerox  user  documentation  and  customer  training  materials  are  cre- 
ated primarily  for  use  in  the  United  States,  which  is  the  largest  single 
market  for  the  corporation.  However,  any  shipped-with-product  docu- 
mentation is  also  intended  for  multinational  use. 

Customer  classroom  training  materials,  because  they  are  created  by  each 
country  independently,  consider  only  the  needs  of  the  individual  country. 

Initiatives  are  underway  to  collect  European  user  requirements  and 
represent  these  to  the  development  communities  in  the  US  early  enough 
to  influence  the  original  design  of  the  customer  materials.  It  is  envisaged 
that  this  would  result  in  higher  customer  satisfaction  ratings  in  Europe 
and  lower  redevelopment  costs  of  customer  training/documentation 
materials. 

2S      CUSTOMER  FEEDBACK  ON  DOCUMENTATION 

"  Feedback  sheets  in  manuals 

«  Supplemented  by  focus  groups,  customer  surveys 

Customer  feedback  sheets  within  the  documentation  are  given  a  good 
deal  of  attention  and  follow-up  when  these  are  returned  to  Rank  Xerox. 
In  addition,  focus  groups,  customer  surveys,  and  site  visits  contribute  to 
further  user  input  to  the  revision  and  redesign  process. 

Customer  training  evaluations  are  completed  by  students  at  the  comple- 
tion of  the  training  session,  and  usually  again  60-90  days  after  the  train- 
ing. The  product  teams  and  training  groups  have  the  responsibility  for 
reflecting  customer  feedback  in  future  materials. 
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2.10  MEDIA  USED  FOR  TRAINING  MATERIALS 

•  "Paper  and  pencil",  standard  classroom  media 

•  No  CD  ROM  or  interactive  video  yet 

Customer  training  is  largely  limited  to  "paper  and  pencil"  and  standard 
classroom  media  such  as  overhead  projectors.  US  customer  training 
often  uses  videotape,  but  this  is  less  often  the  case  in  Europe.  CD  ROM 
and  interactive  video  have  not  yet  been  used  by  Rank  Xerox  in  customer 
training,  although  pilot  projects  are  planned. 

3.  TRAINING  DELIVERY 

3.1  RELATIONSHIP  BETWEEN  DEVELOPERS  AND  TRAIN- 
ERS 

•  US  separates  training  developers  and  trainer  roles 

•  Europe  usually  combines  roles 

In  the  US,  the  training  developers  do  not  normally  have  training  respon- 
sibilities beyond  the  train-the-trainer  stage.  Instead,  dedicated  field 
trainers  are  used  to  train  US  customers  using  the  course  materials  the 
developers  have  created. 

In  Europe,  it  is  far  more  common  to  find  the  same  individuals  with  both 
development  and  delivery  responsibilities.  In  fact,  this  practice  is  pre- 
ferred in  Rank  Xerox  and  is  one  of  the  major  distinguishing  characteris- 
tics between  customer  training  in  Xerox  (US)  and  Rank  Xerox  (Europe). 

3.2  AVAILABILITY  OF  USER  TRAINING 

•  Available  throughout  Europe 

•  Advanced  courses  more  limited 

•  No  authorised  dealers  for  user  training 

Basic  operator  training  is  available  from  Rank  Xerox  on  all  products. 
The  availability  of  more  advanced  training,  particularly  pertaining  to 
technical  subjects  or  more  complex  system  applications,  is  readily 
available  in  the  US,  France  and  the  UK,  with  more  limited  availability  in 
other  countries. 

Rank  Xerox  does  not  have  a  network  of  authorised  third-party  trainers  or 
a  very  complete  procedure  for  vetting  and  authorising  the  user  training 
which  its  dealers  offer  to  customers. 
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33      TRAINING  LOCATIONS 

•  Customer  site 

•  Rank  Xerox 

Customer  training  is  usually  available  both  at  the  customer  site  and  at 
Rank  Xerox  training  centres  throughout  Europe.  A  limited  variety  of 
self-teach  packages  are  also  available. 

3.4      BACKGROUND  OF  TRAINERS 

•  Majority  from  sales,  support 

•  Some  with  education/training  qualifications 

The  majority  of  customer  trainers  come  from  a  background  in  Rank 
Xerox  field  sales  or  support.  A  second  source  of  customer  trainers  is 
education/training  graduates. 

The  training  development  community  in  the  US  consists  of  instructional 
design  or  technical  publications  professionals,  often  with  additional 
technical  qualifications. 

European  Rank  Xerox  customer  trainers  are  more  likely  to  have  both 
technical  expertise  and  training  qualifications  than  their  US  counterparts. 

3J      TRAINER  TRAINING 

•  Local  responsibility 

•  New  product  "Train  The  Trainer"  from  European  HQ 

The  training  of  trainers  is  a  local  operating  company  responsibility. 
Usually  customer  trainers  complete  a  formal  "Train  The  Trainer"  course 
in  generic  platform  skills  prior  to  training  any  customers. 

For  the  launch  of  a  specific  new  product.  Rank  Xerox  IHQ  may  sponsor  a 
special  "Train  The  Trainer"  session  to  help  cascade  the  training  from  the 
US  development  community  to  the  local  European  operating  company 
level. 

3.6      INTERNAL  AND  EXTERNAL  TRAINING 

•  Excess  customer  classroom  capacity  often  used  by  Rank  Xerox  staff 

•  Customers  do  not  attend  internal  courses 

Extra  places  on  customer  training  courses  are  often  made  available  to 
Rank  Xerox  staff  who  require  product  training.  Staff  places  in  these 
customer  courses  may  or  may  not  be  rechargeable  to  the  internal  depart- 
ment involved. 
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Since  internal  training  courses  address  additional  topics  which  are  not  of 
concern  to  the  customer,  customers  do  not  attend  internal  courses. 

3.7  MATERIALS  SHIPPED  WITH  PRODUCTS 

•  Documentation  shipped  with  product 

•  Additional  materials  chargeable 

A  set  of  documentation  is  shipped  with  each  Rank  Xerox  product.  This 
is  the  set  of  documentation  created  by  the  product  development  team  to 
support  the  basic  use  of  the  product,  and  may  consist  of  as  little  as  an 
operator  manual  or  as  much  as  a  reference  library  plus  training  guides. 

Additional  sets  of  documentation  and  some  advanced  documentation 
"  materials  and  self-teach  training  materials  may  be  made  available  to  the 
customer  for  a  fee. 

3.8  USER  TRAINING  AS  A  PROFIT  CENTRE 

•  Customer  training  is  a  profit  centre 

®  May  be  combined  with  other  support  services 
«  Revenue  targets  agreed  locally 

Customer  Education  is  a  profit  centre  in  virtually  all  Rank  Xerox  operat- 
ing companies.  This  centre  may  have  responsibility  for  training  custom- 
ers on  all  products,  or  it  may  be  limited  to  only  the  "systems  products". 
While  the  larger  Rank  Xerox  operating  companies  have  brought  the 
copier/duplicator  customer  training  business  under  this  umbrella,  some 
smaller  countries  operate  a  separate  field  support  organisation  for  copier/ 
duplicator  customers. 

Rank  Xerox  Customer  Education  has  revenue  targets  which  are  agreed 
with  local  management  on  an  annual  basis,  and  these  show  aggressive 
growth  over  the  last  three  years. 

However^  overall  Customer  Education  programme  profitability  is  often 
far  more  difficult  to  measure  than  revenue  due  to  the  hidden  cost  of 
internal  overhead,  staff  and  services. 

4        MARKETING  OF  TRAINING 

4A      TRAINING  AS  A  DISCRETE  BUSINESS 

®  May  be  discrete  business  element 

•  May  be  part  of  overall  support  business 

•  May  be  a  subsidiary 
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Customer  training  is  considered  a  discrete  business  in  all  Rank  Xerox 
operating  companies.  It  may  be  combined  with  other  revenue-based 
support  services  to  offer  a  comprehensive  customer  support  package,  or  it 
may  be  set  up  independently  as  a  subsidiary  business  entity  in  its  own 
right 

42  MARKETING  AND  ADVERTISING 

•  Local  responsibility 

•  Direct  customer  contact  preferred 

•  Some  direct  mail,  trade  advertising  used 

All  marketing  and  advertising  of  customer  training  is  done  by  the  local 
Rank  Xerox  operating  company.  This  usually  involves  contacting  the 
customer  directly  to  arrange  training,  but  direct  mail  and  trade  advertising 
are  also  used.  In  virtually  all  Rank  Xerox  operating  companies,  the 
customer  training  staff  also  has  responsibility  for  the  marketing  of  cus- 
tomer training.  The  Rank  Xerox  sales  staff  is  seen  as  the  most  valuable 
conduit  for  referrals  and  opportunities  for  customer  training,  but  it  is 
perceived  that  it  does  not  often  do  a  complete  job  of  seUing  user  training 
services  to  the  client. 

43  MARKETING  BUDGET 

•  Locally  arranged 

Any  special  budget  for  the  marketing  of  customer  training  is  arranged  at 
the  local  level,  with  no  European  HQ  or  corporate  involvement  or  sup- 
port. 

4.4      MARKETING  SUPPORT 

•  Usually  provided  part-time  by  customer  training  staff 

•  Secondary  support  from  field  sales 

Rank  Xerox  marketing  support  for  customer  training  is  usually  provided 
on  a  part-time  basis  by  the  staff  of  the  Customer  Education  Group.  The 
lead  role  in  providing  marketing  direction  for  this  function  normally 
comes  from  the  country  manager  of  Customer  Education. 

Additionally,  the  field  analyst,  sales,  and  technical  communities  may 
provide  marketing  support  for  customer  training  by  aligning  it  with  other 
Rank  Xerox  support  service  offerings. 

4 J      MONITORING  TRAINING  QUALITY 

•  End-of-course  evaluations 

•  60-90  day  follow-up  activity 
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The  quality  of  Rank  Xerox  customer  training  is  evaluated  at  the  end  of 
each  course  using  standard  criteria.  In  most  cases  this  is  followed  up  60- 
90  days  later  with  either  another  evaluation  or  a  phone  call/site  visit  from 
the  trainer  to  assess  progress. 

Customer  satisfaction  data  is  fed  back  to  the  customer  training  commu- 
nity and  to  senior  Rank  Xerox  management. 
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Appendix:  Customer  Education 
Benchmarking  Project 


Objectives  The  overall  purpose  of  the  proposed  study  is  to  research  industry  best 

practices  in  the  provision  of  customer  education  (documentation  and 
training)  to  IT  end  users. 

B  

Scope  The  geographical  focus  of  the  study  will  be  Western  Europe  with  particu- 

lar emphasis  on  the  major  country  markets  of  France,  Germany  and  the 
United  Kingdom. 

The  vendor  focus  of  the  study  will  be  competitive  IT  suppliers  who  share 
the  following  fundamental  characteristics  with  Rank  Xerox: 

•  Multinational  IT  corporations  with  a  US  parent. 

•  Customer  education  activities  are  managed  or  co-ordinated  to  some 
degree  at  an  international  level 

•  P*roducts  are: 

-  targeted  at  support,  professional,  and  managerial  populations  in  an 
office  environment,  rather  than  at  programmers. 

-  constantly  evolving,  requiring  updates,  upgrades  to  user  skills  as 
well  as  to  the  product. 

"  installed  with  an  expectation  for  a  relatively  short  install  life. 

•  Manufacturer  supplies  product  training  and  documentation  to  end  users. 

•  At  least  some  customer  education  is  offered  on  a  revenue  basis. 
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•  Manufacturer  is  involved  in  at  least  some  customer  education  market- 
ing activities. 

The  study  focus  is  defined  by  the  following  questions  (compiled  by  Rank 
Xerox)  concerning  the  development,  delivery  and  marketing  of  customer 
education: 

h  Development 

•  How  early  in  the  product  design  process  is  the  customer  education 
function  engaged? 

•  Who  makes  human  factors  product  learning  decisions  regarding  user 
interface,  on-line  help,  and  on-line  tutorials? 

•  Who  makes  end-user  documentation/training  decisions? 

•  Are  documentation  and  classroom  materials  produced  by  the  same 
development  community? 

•  Are  there  strategic  and  design  synergies  among  on-board  learning  (on- 
line help),  documentation  (operator  reference  guide)  and  classroom 
materials  (workstation  user  seminar)? 

®  Are  customers  involved  in  the  documentation/training  development 
processes?  If  so  how  are  their  requirements  collected?  If  not,  how  is 
their  later  feedback  reflected  in  updates/revisions? 

•  Are  individual  European  country  training  operations  involved  in  the 
development  process?  If  so,  how?  If  not,  how  are  their  requirements 
taken  into  account? 

•  Are  materials  developed  for  all  European  operations  by  a  central 
group?  Is  so,  where  is  translation  done?  If  not,  how  do  the  individual 
countries  accomplish  this  development? 

2.  Delivery 

•  Is  a  distinction  made  between  "shipped  with  product"  customer  materi- 
als and  other  available  end-user  material  such  as  training  classes  or 
advanced/optional  documentation? 

•  Is  the  delivery  of  end=user  training  done  by  the  same  group  responsible 
for  training  development? 

•  Are  internal  and  external  training  seen  as  synergistic?  How  is  this 
reflected  in  training  delivery  (i.e.  mixed  classes  of  salespeople  and 
customers,  shared  training  facilities  for  staff  and  customer  training, 
etc.)? 
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•  Is  training  made  available  to  end  users  throughout  Europe?  How  and 
where? 

•  Is  customer  training  delivery  a  profitable  business? 

•  Is  there  a  dedicated  population  of  customer  trainers?  Is  so,  what  is  their 
background  and  skill  set?  If  not,  who  is  cross-trained  to  perform  this 
function  and  what  does  the  cross-training  consist  of? 

3.  Marketing 

.       •Is  customer  training  seen  by  the  manufacturer  as  primarily  a  product 
support  business  enabler  or  as  a  business  in  its  own  right? 

•  Is  customer  training  actively  marketed  to  end  users?  How? 

•  Does  the  sales  force  sell  customer  training  as  part  of  the  sale? 

•  Is  customer  education  marketed  as  part  of  a  larger  "suite"  of  services? 
If  so,  what  other  services  are  involved? 

•  Does  customer  education  have  its  own  advertising  and  promotional 
programmes?  If  not,  how  do  they  "piggyback"  on  other  marketing 
activities?  If  so,  who  manages  this? 

®  Is  marketing  support  for  the  function  provided  from  IHQ?  If  so,  in 
what  form?  If  not,  where  does  this  support  come  from? 

•  Who  has  responsibility  for  setting  revenue  targets,  tracking  quality,  and 
measuring  profitability  at  the  country  and  the  IHQ  level? 

c   -   

Methodology  Upon  commencement  of  the  project  Rank  Xerox  and  INPUT  would  meet 

to  confirm  the  project  objectives  and  schedules,  agree  the  list  of  detailed 
guidelines  for  the  in-depth  interviews  and  agree  the  list  of  target  competi- 
tive vendors  for  the  research  project. 

These  targeted  companies  would  be  selected  according  to  Rank  Xerox's 
defined  competitive  profile.  INPUT  anticipates  that  it  would  include 
companies  like  Sun,  Hewlett-Packard  and  Concurrent. 

The  specific  research  objective  would  be  to  develop  up  to  five  detailed 
assessments  of  competitive  practice  in  training  IT  end  users. 

The  methodology  that  INPUT  would  adopt  to  obtain  this  information 
would  be  as  follows:  Firstly,  INPUT  would  stress  the  need  for  this 
research  to  be  conducted  by  a  consultant-level  person  in  order  to  ensure 
accurate  assessment  of  industry  practice  and  in-depth  probing  of  the 
issues  being  addressed.  INPUT  anticipates  that  several  individuals  within 
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any  one  target  organisation  might  need  to  be  contacted  in  order  to  ensure 
the  widest  possible  coverage.  Interviews  will  be  primarily  targeted  on  a 
face-to  face  basis  with  the  likelihood  of  using  telephone  interviews  to 
supplement  the  information  gathering  process. 

INPUT  will  utilise  its  wide-ranging  contacts  within  the  industry  to  set  up 
these  research  interviews.  It  would,  in  our  opinion,  be  necessary  to  offer 
some  level  of  information  sharing  with  respondents  in  order  to  gain 
sufficient  co-operation  to  ensure  that  the  research  results  were  as  com- 
prehensive as  possible. 

In  order  to  co-ordinate  the  research  process  between  Rank  Xerox  and 
INPUT  it  will  be  necessary  to  have  three  formal  milestone  meetings 
through  the  course  of  the  project.  The  purpose  of  these  meetings  will  be 
to  ensure  that  the  research  objectives  are  met  as  fully  as  possible  and  that 
any  changes  in  emphasis  that  arise  as  a  result  of  the  research  process  are 
reflected  in  the  conduct  of  the  research,  and  thus  in  the  final  result. 

The  first  of  these  meetings  will  take  place,  as  described  above,  at  the 
outset  of  the  project,  the  second  at  an  intermediate  stage  during  the 
fieldwork,  and  a  final  meeting  to  discuss  and  present  the  findings.  It  is 
anticipated  that  there  would  be  more  frequent  contact  by  phone  as  con- 
sidered necessary  by  Rank  Xerox  and  INPUT  for  the  effective  develop- 
ment of  the  research  project. 

Finally  INPUT  would  present  to  Rank  Xerox  a  written  document  con- 
taining a  description  of  each  vendor's  customer  education  practices  in  a 
common  format  to  be  agreed  between  Rank  Xerox  and  INPUT. 

Subsequent  to  this,  INPUT  understands  that  Rank  Xerox  might  wish  to 
pursue  contacts  with  competitive  organisations  in  order  to  share  an 
understanding  of  industry  practices  in  more  depth.  INPUT  could  act  as 
an  intermediary  in  this  process,  but  due  to  the  difficulty  of  making 
realistic  estimates  of  the  time  involved  would  need  to  charge  for  this  on  a 
time  and  materials  basis. 

1.  Deliverables  and  Schedule 

INPUT  envisages  an  elapsed  period  of  approximately  nine  weeks  from 
project  authorisation  through  to  the  completion  of  the  written  report  and 
presentation  of  the  findings.  This  excludes  the  further  optional  phase  of 
setting  up  meetings  directly  between  Rank  Xerox  and  other  vendors.  It 
might  be  possible,  of  course,  to  overlap  some  of  this  activity  with  the 
main  project. 
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2.  Professional  Fees 

The  professional  fee  for  this  project  as  specified  is  £12,000  (exc.  VAT), 
and  excluding  expenses  which  are  estimated  not  to  exceed  15%  of  the 
total  project  cost.  One-half  of  the  fee  would  be  due  and  payable  at  the 
commencement  of  the  project,  the  remainder  on  project  completion. 
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